DOCUMENTS EXPEDITING PROv iv. 
[COMMITTEE PRINT] 


COMMITTEE ON POST OFFICE AND CIVIL SERVICE 
HOUSE OF REPRESENTATIVES 


SUPPLEMENTAL REPORT 
DUAL STAFFING AND MANPOWER 
UTILIZATION 
IN 
THE MILITARY DEPARTMENTS 
BY THE 
SUBCOMMITTEE ON MANPOWER UTILIZATION 
TO THE 
COMMITTEE ON POST OFFICE AND 
CIVIL SERVICE 


Wy 


DECEMBER 1954 


Printed for the use of the 
Committee on Post Office and Civil Service 


UNITED STATES 
GOVERNMENT PRINTING OFFICE 
WASHINGTON : 1954 





COMMITTEE ON POST OFFICE AND CIVIL SERVICE 


EDWARD H. REES, Kansas, Chairman 


HAROLD C. HAGEN, Minnesota TOM MURRAY, Tennessee 

ROBERT J. CORBETT, Pennsylvania JAMES H. MORRISON, Louisiana 
KATHARINE ST. GEORGE, New York JAMES ¢ DAVIS, Georgia 
GARDNER R. WITHROW, Wisconsin GEORGE M. RHODES, Pennsylvania 
H. R. GROSS, Iowa JOHN LESINSKI, Jr., Michigan 
CECIL M. HARDIN, Indiana JOHN JARMAN, Oklahoma 
WILLIAM C. COLE, Missouri JOHN DOWDY, Texa 

ALBERT W. CRETELLA, Connecticut EDWARD P. BOLAND, Massachusetts 
CHARLES 8S. GUBSER, California HUGH Q. ALEXANDER, North Carolina 
EDWARD J. BONIN, Pennsylvania JOHN E. MOsSsS, California 

JOEL T. BROYHILL, Virginia WILLIAM M, TUCK, Virginia 
OLIVER P. BOLTON, Ohio FRAZIER REAMS, Oh 





SUBCOMMITTEE ON MANPOWER UTILIZATION 


ROBERT J. CORBETT, Pennsylvania, Chairman 


GARDNER R. WITHROW, Wisconsin JAMES C. DAVIS, Georgia 

H. R. GROSS, Iowa JOHN LESINSKI, Jr., Michigan 
CHARLES 8. GUBSER, California HUGH Q. ALEXANDER, North Carolina 
OLIVER P. BOLTON, Ohio WILLIAM M. TUCK, Virginia 


EX-OFFICIO MEMBERS 
EDWARD H. REES, Kansas TOM MURRAY, Tennessee 
II 





FOREWORD 


CONGRESS OF THE UNITED STATES, 
House or REPRESENTATIVES, 
SUBCOMMITTEE ON MANPOWER UTILIZATION, 
OF THE COMMITTEE ON Post OFrrice AND CiIviIL SERVICE, 
June 10, 1954. 
Hon. James M. MITCHELL, 
De puty Assistant Seere tary, Man powe rand Personnel. 


De partment of Def nse, Wash ington oF. 2 oC. 


Dear Mr. Mircneri: I wish to personally thank you for your 
appearance before this subcommittee on Friday, June 4, 1954, and to 
compliment you on the excellence of your testimony. 

The subcommittee greatly appreciates the cooperative efforts of 
you and your staff which were vitally necessary to the successful 
conduct of the survey on dually staffed positions made by the Comp- 
troller General. Your offer of continued cooperation and effort is 
accepted in the spirit in which it was made and I know that our joint 
interests in the better utilization of available manpower will result in 
immeasurable benefits to the services, the Congress, and the taxpayer. 

While I am writing separate letters to the Secretaries of the Depart- 
ments of Army, Navy, and Air Force, I shall greatly appreciate your 
personally conveying the thanks of the subcommittee to each depart- 
ment for their demonstrated spirit and cooperation in this joint effort 
to achieve a more efficient utilization of manpower without incurring 
damage to our defense program. 

With kindest personal regards, I am 

Sincerely yours, 
Rosert J. Cornerr, Chairman. 


CONGRESS OF THE UNITED STATES, 
House or REPRESENTATIVES, 
SUBCOMMITTEE ON MANPOWER UTILIZATION OF THE 
CoMMITTEE ON Post OFFICE AND CIVIL SERVICE, 
June 10, 1954. 
Hon. James M. Mircuett, 
Deputy Assistant Secretary Manpower and Personnel, 
De partment of Defe nse, Washington 25, D.C 
Dear Mr. MircuHe ct: It is my understanding that all communica- 
tions between the subcommittee and the services will continue to be 
handled through your office so that you can coordinate the efforts of 
the departments and keep fully informed on activities and progress. 
In the matter of the progress reports which were requested by this 
subcommittee | wish to make the following suggestion. 
In order to maintain uniformity in timing, it is suggested that a 
progress report of each of the military de er? nts be closed on ap- 
proximately September 1 and December 1, 1954. These reports are 
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to be delivered to the subcommittee at room 215. Old House Office 
suilding, approximately 2 weeks after each such date. It is also sug- 
vested that the reports cover: 
|. Copies of departmental orders, staffing guides, instructions 
or other official instrumentalities promulgated by the departments 
or bureaus for the purpose of achieving more efficient utilization 
Ol Manpower; 
2. A listing and description of surveys planned, underway, or 
completed; 
3. A tabulation showing results obtained, and 
4. A narrative summary presenting organizational or policy 
changes and other pertinent information which may be of value 
to the subcommittee in appraising departmental actions. 
I shall greatly appreciate receiving your reactions and comments ¢ 
to changes in these suggestions at an early date. 
With kindest personal regards, I am 
Sincerely yours, 
Rosert J. Corserr, Chairman 


ASSISTANT SECRETARY OF DEFENSE, 
Washington 25. D. C.. June 29. 1954. 
Hon. Rospert J. Corsert, 
Chairman, Subcommittee on Manpower Utilization of the 
Committee on Post Office and Civil Service, 
House of Repre Né ntatives, Washington, D. i 

Dear Mr. Corsert: | have been out of the city and this is my 
first opportunity to write and thank you for your letters of June 10 
relating to the cooperative efforts of the Department of Defense in 
the evaluation of some of our manpower management problems and 
to the progress reports. 

I fully agree with you that we all have a joint interest in improved 
utilization of our manpower. It will be a pleasure to personally 
convey your appreciation to the services for their demonstrated spirit 
and coopers ation. 

The due dates of the proposed progress reports appear feasible. 
We have already discussed the proposed reports in ei detail with 
the services. Members of our Office of Manpower Utilization will 
keep in touch with your staff as to final arrangements for the two 
reports. 

Sincerely, 
James M. Mircneuyi, Deputy. 


LETTER OF TRANSMITTAL 


ASSISTANT SECRETARY OF DEFENSE, 
Washingtor oe) ED. ( . December AUR ] Ib4. 


Hon. Roserr J. Corperr, 
Chairman, Subcommittee on Van powe) Utilization of the Committee 
on Post Office and Civil Service. 
House of Representati 8, Wash ington 25. dD Bs 
Dear Mr. Corsperr: In accord with your request of June 10, 1954, 
we are enclosing three copies of a report summarizing manpower 
utilization in the Department of Defense for the period 1952-54. 
The format of the report was prescribed by members of your staff. 
The Department of Defense has emphasized manpower utilization 
during the period covered by this report and the report shows that the 
services have made considerable progress in this field 
Sincerely yours, 
James M. Muircuei., Deputy Assistant Secretary. 
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DUAL STAFFING AND MANPOWER UTILIZATION 
IN THE MILITARY DEPARTMENTS 


SUPPLEMENTAL REPORT OF THE SUBCOMMITTEE ON 
MANPOWER UTILIZATION OF THE COMMITTEE ON 
POST OFFICE AND CIVIL SERVICE 


PREFACE 


Pursuant to authority contained in House Resolution 32, 83d 
Congress, the Subcommittee on Manpower Utilization engaged in a 
survey and s study of dual staffing and manpower utilization in the 
military departments. 

Acting under authority contained in a letter of April 15, 1953, from 
the Honorable Edward H. Rees, chairman of the Committee on Post 
Office and Civil Service, United States House of Re ‘presenti atives, the 
General Accounting Office conducted a survey of some 2,979 organiza- 
tional entities in 16 bases or headquarters offices with a view to deter- 
mining the probable extent to which dual staffing existed in the military 
departments. On April 13, 1954, a report covering the findings of 
this survey was printed for committee use. 

On June 4, 1954, the Subcommittee on Manpower Utilization held 
hearings on the subject, at which time the military departments were 
afforded the opportunity of presenting their side of the case. The 
transcript of these hearings was printed for the use of the committee. 

The military departments agreed to conduct broadened manpower 
surveys in their own offices and installations, with a view toward the 
elimination of dual staffing and unnecessary positions wherever found 
and the transfer of persons occupying these surplus jobs to work where 
their abilities and knowledge could be more fully utilized in the accom- 
plishment of the primary missions of the departments. 

The military departments furnished the subcommittee with a pre- 
liminary re port of progress made in the conduct of these surveys on 
September 15, 1954. This report was duplicated for the use of the 
subcommittees. This report indicated that the subcommittee was 
receiving the full cooperation of the departments and that material 
progress had been made in these programs of self-analysis. 

The departments furnished the subcommittees with a second prog- 
ress report on December 15, 1954. ‘This report is presented herein. 

I wish to express my appreciation to the Secretaries and to the 
officers and employees of the military departments for the spirit of 
cooperation shown in their relationships with the subcommittee and 
congratulate them on their accomplishments to date. It is hoped that 
all concerned will continue to aggressively attack this enormous prob- 
lem of manpower utilization in a spirit of self-appraisal and benefit to 
themselves, the Department, and the public. 

It is recommended that the Committee on Post Office and Civil 
Service of the 84th Congress continue to follow up on the activities of 
the military departments in the elimination of dual staffing and un- 
necessary positions. 

Rosert J. Corserr, Chairman. 
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SUMMARY OF MANPOWER UTILIZATION, 1952-54 


INTRODUCTION 


This report, summary of manpower utilization in the Department of 
Defense, 1952-54, has been prepared by the Office, Assistant Secretary 
of Defense (Manpower and Personnel) in cooperation with the armed 
services at the request of the Subcommittee on Manpower Utilization, 
House Post Office and Civil Service Committee 

Effective use of available manpower resources has been a necessity 
during the period covered by this report. The Department of Defense, 
including the services, has reduced both military and civilian personnel 
At the same time the Secretary of Defense’s objective has been to 
increase combat effectiveness. 

At the end of June 1954, there were about 3,302,000 men and women 
in uniform. This number represents a decrease of 334,000, or roughly 
9 percent from the 3,636,000 military personnel in uniform as of June 
30, 1952. During the same period a reduction of over 6 percent in 
civilian personnel was accomplished from a total of 1,337,000 to 
1,149,000. 

These reductions have taken place without diminishing the effective- 
ness of combat forces. They were accomplished principally by 
reducing the number of noncombat jobs and shifting them to the 
operating forces; by reviewing manpower requirements more carefully ; 
by improvements in training procedures and reductions in noneffec tive 
time, such as the time required for personnel processing. All of these 
activities contributed to better use of the available manpower 
resources. 

Among the manpower utilization policies and programs emphasized 
by the Assistant Secretary of Defense (Manpower and Personnel) are 
the following: 

1. Reviews of tables of organization. 
2. Use of civilian personnel, rather than military, where 
economical and not detrimental to combat effectiveness. 

3. Increased use of indigenous personnel 

4. Reduction of training time and training overhead. 

5. Improvements in systems and procedures for effective use 
of skills. 
6. On-the-spot surveys and reviews of manpower utilization 
in field activities. 

Some of the service accomplishments in manpower management and 
utilization, under these and other programs, are summarized in the 
following pages of this report. 








CHAPTER I—MANPOWER UTILIZATION IN ARMY 
Part A—SuUMMARY 


During the past several vears the Army has faced an unprecedented 
problem of mobilizing, fighting a war, and demobilizing at the same 
time. The greater portion of the Army’s military personnel consisted 
of 2-year inductees. The Army faced a tremendous task in training 
and utilizing its manpower resources effectively. 

The Army progressively centralized manpower controls to meet 
this task. On July 1, 1951, the Manpower Control Division of G—1 
was made responsible for civilian and military manpower controls, 
including: 

a Prepar: ation of the Army’s primary program—the troop pro- 
gram—which is the blueprint for the composition of the Army, now 
and in the event of mobilization. 

2. Determining overall Army requirements for civilian and mili- 
tary personnel. 

3. Evaluating utilization of civilian and military personnel within 
the Army by monitoring and conducting surveys, supervising develop- 
ment and application of staffing guides, and formulating performance 
standards. 

4. Supervising the continuing analysis of missions and functions of 
the Department of the Army staff agencies. 

5. Monitoring related budget activities and supporting legislation. 

Performance of these tasks helped to improve manpower manage- 
ment and control throughout the Army. 

Army’s manpower controls have evolved during the past few years 
into their present form In the Army supporting establishment, each 
agency reports utilization progress monthly and justifies its work- 
force quarterly. The Manpower Control Division issues quarterly 
vouchers authorizing military and civilian positions by grade and 
title. Utilization survey teams perform on-site audits, employing 
Department of the Army staffing standards. Controls to improve 
skill utilization are exercised by civilian personnel teams and by 
military personnel teams. 

Manpower surveys have been a useful tool to adjust personnel 
each activity to the number needed to perform the mission. In 
fiscal vear 1952, surveys contributed to the reductions of 16,000 
civilian and military positions in the supporting establishment. In 
fiscal vear 1953, 659 surveys embracing over 490,000 positions con- 
tributed worldwide reductions of over 15,000 positions. In fiscal 
vear 1954, the largest savings to date—over 39,000 positions—were 
effected by 701 surveys, embracing 558,669 positions. 

The current year is marked by continuing emphasis on correction 
of dual staffing, a problem brought to the Army’s attention by the 
Subcommittee on Manpower Utilization, House Post Office and Civil 
Service Committee. All unjustified duality has been eliminated, and 
many other aspects of supervision have been investigated and econo- 
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mies instituted. Consolidation at Army facilities has also been a 
major concern. By October 1, 1954, consolidation of depots in the 
United States had resulted in reductions of 3,844 personnel. When 
completed, annual savings approximating $30 milfons will be realized. 

During the past 3% years, improvements in the organization and 
use of manpower have been a major factor in the Army’ s ability to 
have as of the end of fiscal year 1955 its 20 combat divisions despite 
reductions of approximately 25 percent in uniformed personnel. 
During this same period, civilian employment was reduced by ap- 
proximately 120,000. In spite of this reduction in the number of 
civilian personnel, the Army, when possible, has used civilian personnel 
to replace military so that approximately one-third of the active 
Army consists of civilian personnel. The result of these efforts, 
accomplished to a large degree through centralized manpower controls, 
has been more security per dollar. 


Part B—Manpower UTILIZATION, GENERAL 


Fiscal year 1952: Emphasis on training to improve manpower manage- 
ment 

The first year of coordinated control of manpower utilization was 
characterized by organization, education, and direction. Directives 
and educational materials were prepared and distributed, including 
pamphlets on installation of work measurement, packets of materials 
on management improvement, and the first of a series of Department 
of the Army yardsticks for use in utilization surveys. 

Every leader in the Army was indoctrinated in his personal respon- 
sibilities for economical utilization of manpower. An initial conference 
was held of the Army commanders and their G—1’s at Department 
of the Army, at which the manpower utilization program was explained 
and discussed in detail; Army Regulations were published requiring 
periodic comment upon every officer’s effectiveness in utilization of 
manpower; Officer’s Call, a manuscript for the required monthly of- 
ficers’ information and education conference, devoted an edition to 
Manpower—The Army’s Basic Weapon. 

Subordinate agencies of the Department of the Army followed by 
issuing supplemental instructions, for example: The commanding 
general FECOM issued a sequence of letters over his personal signa- 
ture, instructing his officers in their responsibilities for effective 
utilization of manpower. Chiefs of the technical services published 
pamphlets and manuals such as the Transportation Corps pamphlet, 
Management Audit Procedure, and the Signal Corps Manual, Man- 
power and Management Survey Procedure. 

Department of the Army revised reporting procedures to provide 
performance data and consolidated information on the total work 
force—military and civilian, Extension of the system of manpower 
surveys overseas achieved worldwide coverage, and the requirement 
for results of these surveys to be forwarded to Manpower Control 
Division provided the means for achieving uniformity in staffing 
standards. 

One of the first efforts of the Manpower Control Division was to 
supervise pilot comprehensive manpower surveys of eight installa- 
tions. These surveys included the fields of management, manning 
appraisal, civilian employee utilization, and effectiveness of military 
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personnel classification and assignment practices. The surveys also 
furnished material for revising staffing guides and other measurement 
tools and disclosed areas for Army-wide improvements in utilization, 
Conclusions from the experiment were that the system of surveys 
should be standardized as follows: 

1. Management—to develop and install improved organization 

and procedures. 

2. Manpower—-a quantitative appraisal of employee (military 
and civilian) utilization, to determine specific personnel require- 
ments and obtain data for further development of vardsticks 

3. Civilian Personnel—to review and improve civilian personnel 
administration and emplovee utilization. 

1. Military Personnel—to review job analysis and classifica- 
tion and assignment practices, including utilization of military 
personnel by physical, mental, and sex categories as well as 


by MOS. 
Included in these manpower reviews was an examination of means 
for increasing combat potential within current personnel ceilings. A 


special survey of Fort Knox resulted in the replacement of over 1,600 
combat qualified military personnel by limited-duty military, female 
military, and civilian personnel. Elsewhere, also, within budgetary 
limitations, emphasis was placed upon replacing military personnel 
with civilian personnel and upon use of contractual services. It has 
been estimated that the Army has saved over 200,000 soldiers and 
civilians by utilizing natives in more than 90 percent of its overseas 
civilian positions. In addition to financial savings amounting to 
several hundreds of millions annually in salary costs, benefits accrue in 
goodwill and strengthened local economy. 

Short term results of the first vear of coordinated manpower controls 
were dramatic As the direct result of manpower surveys, reductions 
of over 16,000 civilian and military positions were realized within the 
Army supporting establishment. Generally, such savings are “plowed 
back” into essential projects in order to increase combat effectiveness. 
$v midyear, for example, the Chief of Staff was able to program two 
additional Infantry divisions, in part because of manpower savings. 


Fiseal year 1953: Features procedures to improve USE of SCE ntific and 
professional personnel 

During this vear the Department of the Army concentrated upon 
furnishing the field more effective guidance in manpower utilization, 
stressed adoption of refined business procedures, instituted measures 
to improve the quality of supervision, and streamlined the internal 
organization of the fighting forces. 

Guidance for more effective manpower management included a 
number of documents published by Department of the Army and the 
chiefs of technical services. Among these were an Ordnance Manual, 
The Manpower Program, a Chemical Directive, Manpower Surveys 
and Signal Corps instructions on Work Measurement. Also Depart- 
ment of the Army pamphlets—one on techniques and the other on 
application of work simplification—were issued. The scope and results 
of this activity are indicated by the fact that prior to midyear, 307 
installations (approximately 70 percent of continental installations) 
had been integrated into the work-simplification program, over 
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17,000 supervisors had received training in the techniques, and 6,050 
improvements had been installed. 

The Department of the Army published an Army regulation govern- 
ing the utilization of scientific and professional personnel, which 
provides for the cataloging of 26 categories of critical or potentially 
critical specialists and their assignment under Department of the 
Army supervision against specific requirements. This special pro- 
gram insures the effective use of the training and experience which 
this group brings to the Army by reserving seven specific military 
occupational specialties for their occupancy. Education and work 
experience in a wide range of scientific and professional occupations 
qualify these persons for the following military occupational special- 
ties: Civil-mechanical engineering assistant; mathematics-statistics 
assistant; chemical engineering; electronics assistant; physical sci- 
ences assistant; biological sciences assistant; and social sciences 
assistant. 

Experience indicates that this program has made it possible for the 
Army to provide for its needs for scientific and professional personne! 
on an armywide basis, and that it has greatly improved the utiliza- 
tion of this very important occupational group. At the present time 
7,500 men are covered by this program. 

The Department of the Army also revised procedures for allocating 
all categories of personnel—civilian and military—to effect improved 
controls by detailing maximum employment ceilings, within each 
program and project, upon the quarterly authorization vouchers 
issued each subordinate command 

Another project leading to improved employee utilization was the 
publication of revised regulations for civilian personnel administra- 
tion, concerning recruiting, appointment, placement, transfers and 


separation. As republished, these basie references for employers and 
supervisors were revised to incorporate the latest legislation and cur- 
rent Department of Defense manpower policies. The second major 
project was an armywide ‘program of supervisor training. An 


example of the scope of the activity is that by midyear over 6,000 
personnel (supervisors and potential supervisors) had received training 
in conference leade ‘rship. 

During the first quarter, fiscal vear 1953, the Manpower Control 
Officers’ School was set up at The Adjutant General’s School, Fort 
Benjamin Harrison, Ind. This course, conducted five times a year, 
provides instruction to senior officers and civilian personnel in such 
subjects as the Army program system, management organization, 
performance analysis, work simplification, development and applica- 
tion of measurement tools (vardsticks, especially) and the conduct of 
manpower surveys. Formal instruction is supplemented by con- 
ferences with top business executives and visits to civilian firms. 

Another effective program to increase productivity of the work force 
in Army during fiscal year 1953 was the emphasis placed upon increased 
mechanization of administration through use of electric accounting 
machines. The Chemical Corps adopted machine preparation of 
monthly fiscal reports; the provost marshal introduced machine 
accounting in the Criminal Investigation Repository; the Signal Corps 
decreased the time utilized in determining pe ‘sonnel requirements by 
65 percent through conversion to machine accounting; and The Ad- 
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jutant General similarly saved an estimated 700 personnel, armywide, 
in the administration of the Army Reserve program. 

Examples of better utilization resulting from improved organization 
and procedures included an approximately 10 percent savings in per- 
sonnel from reorganization of the Army-supporting establishment in 
Germany. The Adjutant General determined that, as a result of im- 
proved employee utilization, the overall productivity of employees in 
Adjutant General departmental and field activities had increased 
approximately 11 percent. 

Partly as the result of school-trained personnel becoming available, 
the scope of services furnished installations had increased by vear end 
to include before-the-fact consultation on problems concerning organ- 
ization and staffing for changes in mission and workload. The Surgeon 
General conducted surveys of all class Il hospitals as of April 30, 
compared and analyzed results, applied staffing standards, and as a 
result was able to reduce by approximately 1,000 military and civilian 
spaces, 

\lanpower surveys continued to effect large savings. During the 
fiscal vear 659 surveys were conducted, embracing over 490,000 posi- 
tions. Worldwide savings resulting therefrom totaled 15,163—over 
} percent of the positions surveyed. 

In review, the second vear centralized manpower controls througb- 
out the Army, streamlined the Army Establishment, and increased 
productivity through education of supervisors—civilian and military 
and installation of better business methods. 


Fiscal year 1954: Increase in effective time available from military man- 
powel and im proveme nts in table S or organization 

Significant major results were obtained in 1954 from several efforts 
to improve personnel utilization. In the first, studies revealed the 
theoretical possibility of increasing the productive time of the 2-year 
inductee (or enlistee) by 9 weeks—nearly 10 percent—by correspond- 
ingly decreasing time spent in a transient and trainee status. Eight 
davs of this theoretical 63 were contributed this year, by administra- 
tive prone ments in processing of rotatees and trainees. 

The second improvement resulted from a special project initiated 
during the third quarter of fiscal year 1953 by the military personnel 
management teams. ‘These teams, as has been previously described, 
continuously inquire into local classification and assignment practices, 
The special endeavor concerned checking upon utilization of special- 
ists, the category of personnel who have received 16 or more weeks 
of training in a military specialty. By bringing cases of malassign- 
ment to the attention of responsible commanders, during the period, 
malutilization of specialists declined nearly 50 percent. 

By 1952 the Army was considering the utilization and criteria for 
such occupations as cooks, dispatchers, orderlies, and special service 
personnel in its tables of organization and equipment. As a result of 
studies these positions were reduced in number permitting the Army 
to reprogram over 20,000 manpower spaces to areas more critical at 
that time. In 1953 and 1954, reappraisals in tables of organization 
were made of personnel requirements in such activities as: company 
executive officers, mail handlers, assistant S—2 Intelligence officers, 
assistant truck drivers and public information officers. More than 
3,000 personnel spaces were saved here for other areas of operations. 
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In response to the requirements of the 1953 DOD Appropriations 
Act, the Army reported to the Assistant Secretary of Defense (M&P) 
that more than 35,000 military positions had been eliminated or 
diverted between July 1, 1952, and Novembe r 1, 1953, to be used 
to absorb reductions in end strength and for the activation of addi- 
tional combat units. 

In early 1954, faced with the prospect of a smaller standing Army 
and recognizing the implications of atomic warfare, the Army directed 
its effort to organizational studies. The studies had as their objec- 
tive the development of organizations which would be more mobile 
and flexible and less vulnerable to atomic attack. A more favorable 
combat-potential to manpower ratio was likewise considered a major, 
but not overriding, objective. Operations Follow Me and Bluebolt 
will test the concepts derived from these studies in early 1955. The 
foregoing are examples of the significant actions Army has taken dur- 
ing not only the past 2 years but during and since the Korean con- 
flict in 1950 to improve its utilization of manpower assigned to T/O & E 
units of the operating forces. The program for intensive, constant 
review and scrutiny of its organizational tables to effect maximum 
conservation and efficient utilization of personnel is active and progres- 
sive. The positive results which have been derived from such a pro- 
gram can be summarized, as follows: 

1. During the 2-vear period between July 1, 1952, and July 1, 1954, 
approximately 36,000 military positions of the administrative and 
support type areas were eliminated from tables of organization and 
equipment. This action was chiefly responsible for the Army’s 
ability to maintain 20 divisions and 18 regimental combat teams and 
increase the number of separate combat battalions during a major 
portion of the period when the Army was undergoing a significant 
downward change in end strength. 

The strength of the basic tactical unit of the Army in the field, 
the Infantry division, has been reduced approximately 4 percent 
from 18,180 in 1952 to 17,415 in 1954. During this same period over 
500 military positions in the Infantry division of the administrative 
and support type were converted to combat-type positions. 

Better business procedures and consolidation of facilities each 
contributed generously toward personnel savings. The year brought 
extension of performance analysis to medical depots, throughout the 25 
Ordnance depots and the district offices, and to the Third Continental 
United States Army. Another endeavor in the category of better 
business was the successful attack upon the Army’s traditional enemy 
paperwork. This effort, the result of 59 studies related to decreasing the 
volume of records maintained by the Army, saved over $10 million, 
including over 8 million man-hours annually, through destruction of 
over 16 miles and retirement of nearly 10 miles of records during the 
vear. Further savings from curtailment of administration were 
exemplified by consolidation of printing facilities: The Adjutant 
General saved over 200 and the signal officer 20 positions thereby. 
Consolidation of civilian personnel field offices, a continuing project, 
effected the closing of 60 offices with annual savings in excess of 
$275,000. 

In 1954, the Army also strengthened its system of controlling 
personnel authorization and utilization. These controls were estab- 
lished in their current form by an Army regulation requiring monthly 








s DUAL STAFFING AND MANPOWER UTILIZATION 


reports (by activity) of performance data and strength, plans for 
programed reductions (as by survey recommendations, management 
improvements, changes in mission, and use of contractual services), 
and quarterly forecasts of personnel requirements. From these reports 
two types of analyses are made: One leads to requirements determina- 
tion and, hence, to personnel authorization; the second by interpreting 
performance determines progress, outstanding improvements, and 
deficiencies requiring action. This system of “off-site”? appraisal 
complements the manpower survey program to form the present 
Department of Army system for controlling manpower utilization 
throughout the establishment. 

As of June 30, 701 separate surveys had been conducted during 
the fiscal year, all over the world, encompassing 558,669 positions 
and effecting total net reductions of 39,120 positions—14,187 military 
and 24,933 civilian. Of these surveys, two series conducted by the 
Manpower Control Division, G-1, Department of the Army, warrants 
special mention, 

One, a survey of the six continental Army headquarters, resulted 
in de velopme nt of a standard staffing pattern for all and contributed 
in large part to the total reduction of 7,221 positions imposed upon the 
continental United States armies during the year. The second series, 
survey of the technical services, embraced 57 installations—30 depots 
and branch depots, 18 procurement offices, and 9 arsenals— with 
aggregate personnel strength authorization of over 167,000. Recom- 
mended net reductions as a result averaged nearly 10 percent of the 
authorized strength, and amounted to a decreased actual employment 
of over 10,000 personnel. 

I iseal year 1956: Consolidation of facilitie S and activitic S SAVES j0bs 

Special mention should be made of the staffing policies developed 
for better use of civilian and military pe ae 

In May 1954, the Assistant Chief of Staff, 4, of Army, issued 
memorandum to the technical services aah. establishes principles 
under which each chief of technical services will develop military- 
civilian staffing policies for continental United States installations and 
activities under his command 

The policy objectives of this memorandum are: 

1. Maximum efficiency of operations. 

2. Eliminate dual staffing by military and civilian personnel. 

3. Establish more purposeful and more attractive career oppor- 
tunities for both military and civilian personnel. 

1. Encourage mutually supporting and complementary military- 
civilian staffing at managerial levels specifically authorized by policy. 

5. Promote maximum development of officer personnel under the 
principle of rotation in assignment to assure a professionally qualified 
officer corps capable of assuming progressively broader managerial 
responsibilities. 

6. Encourage development of a basic core of highly capable, 
civilian career-service personnel. 

Target dates for implementation of this policy have been submitted 
by each technical service. Most of the services plan to have com- 
pleted their implementation on or before June 30, 1955. 


DUAL STAFFING AND MANPOWER UTILIZATION g 


Army makes extensive use of foreign nationals 

Since World War II, the Army has consistently made extensive use 
of foreign nationals in the support functions of its overseas missions. 
As of April 30, 1954, the total military and civilian strength of the 
Army overseas included 343,119 foreign national employees. 

By this utilization of foreign nationals in more than 90 percent of 
Army overseas civilian positions, it has been estimated that the 
requirement for more than 200,000 soldiers and civilians has been 
eliminated. 

Foreign nationals comprise the bulk of the working force of the 
support-type units of the overseas commands, as is shown in the 
following table: 





Far East 40). ( 
DD or 77.1 
Do aster AS. 3 

furoype 4.7 
Ly ri 2.5 

Austri s ( 6.4 
Dx 3.4 


The more than 200 occupations in which these indigenous personnel 
are employed range from the professions, as represented by architects, 
engineers, chemists, and nurses, through the white-collar and clerical 
occupations, through the various skilled trades, and includes the vari- 
ous machine operators, mechanics, repairmen, and service workers of 
all kinds. 

The Army depot plan for consolidating continental United States 
depot facilities, recently approved and approximately one-third com- 
pleted, had at the end of September resulted in personnel reductions 
of 3,844 personnel and will, when completed, effect annual savings 
approximating $30 million. Thirty-five depots in France and Ger- 
many are also undergoing reorganization. 

Mentioned in the recount of fiscal year 1954 was the program of 
consolidating civilian personnel offices; thus far 7 more, for a total of 


67, have been absorbed since the beginning of this report. In sub- 
ordinate agencies occurred similar savings. The Chief of Engineers 
consolidated to eliminate 36 of 54 civilian payroll offices. Also re- 


ported by the Chief of Engineers is the consolidation of 2 divisions 


(upper Mississippi Valley and Great Lakes) effecting personnel sav- 
ings of 54. Consolidation of motor pool facilities at Fort Benning 
saved 144 personnel. The major individual example of savings 
through consolidation and reorganization, however, occurred also at 
Fort Benning. Reorganization of the Infantry School, studies for 
which were initiated in fiscal year 1954, resulted in the release of 848 
personnel (all but 18 military); this reduction was effected primarily 
by the elimination and consolidation of intermediate headquarters. 
It is expected that this reduction will result in a more efficient, expe- 
ditious, and direct processing of daily routine matters. 

Examples of improved utilization resulting from refinements in 
work procedures and extensions of better business principles are 
numerous. The Department of the Army completed a study on use 
of industrial funding in receipt, storage, and issue functions; the Sur- 
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geon General is studying the application in a hospital. The inte- 
grated accounting system was extended to all class II installations; 
stock funding was extended to ports, for medical items, and to depots 
for ordnance parts. The Surgeon General also reduced requirements 
for professional nurses by classifying and segregating patients into 
four categories depending upon their degree of illness, and, hence, 
their requirements for nursing care. Personnel savings from exten- 
sion of machine accounting continued. 

Also under the category of business improvements has been an in- 
crease in the trend to contractual services. Custodial services at 
Fort Leonard Wood were placed on contract, with savings of 34 per- 
sonnel and net annual savings of $63,344. Vehicle maintenance in 
the Minnesota Military District was let on contract, with personnel 
savings of 13 and net annual savings of approximately $40,000. Not 
always is it economical to utilize contracts when a choice exists, how- 
ever. Among the minority of exceptions reported was a shift to direct 
hire for custodial services in the Seine Area Command, with annual 

savings estimated at $227,000. 

In part to continue enlightened prosecution, by all commanders, of 
the Army’s manpower utilization efforts, another course has been 
added to the Army School Catalog: The Command Management 
School at Fort Belvoir, Va. Designed for senior officers and civilians 
holding responsible managerial positions, the curriculum includes the 
general fields of planning and programing, financial management, 
and manpower management. Half the hundred hours of instruction 
are presented by the case method, 40 hours by seminars and class con- 
ferences, in which actual cases highlighting practical management 
problems of senior commanders are presented for discussion and solu- 
tion. The roster of the first class, commencing November 29, 1954, 
contains the names of 3 general officers; 4 additional classes approxi- 
mately 50 students each are programed through April 1955, by 
which time the need for, scope of, and frequency of subsequent classes 
will be determined. 

The “how’’ of manpower control and utilization in Army today 

For convenience the total Army is divided into two areas: the 
operating forces, consisting of divisions and smaller combat units; 
and the supporting establishment, comprising the ports, the arsenals, 
the depots, the hospitals, and similar other activities operated by the 
Army. Within the first category manpower is controlled by activa- 
tion, inactivation, redeployment, and by tables of organization and 
equipment. These documents list each position by branch, rank, 
and job title. Control is readily exercised by continuing review and 
revision of the TO & E’s to fit changing conditions. 

In the second, or supporting, area controls are necessarily more 
complex to meet the requirements of controlling personnel utilization 
in a variety of operations. For example, no two hospitals or posts 
are identical in facilities, workload, or workforce composition. Staff- 
ing requirements, in order not to be wasteful, must be determined by a 
hand-tailoring process and continually revised. Control is thus 
effected first by individual appraisal of the activity, in which skilled 
analysts evaluate physical layout, equipment, availability and 
qualification of workers, mission, and projected workload. Applying 
staffing guides developed in the Department of the Army, the analysts 
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develop a manning table and the Manpower Control Division issues a 
personnel authorization voucher. This voucher lists the total work- 
force, tabulating civilian and military positions by grade and category. 

Again 3 months later—and every quarter thereafter—the activity 
must rejustify its workforce by a report detailing its performance— 
as in vehicles rebuilt, tons shipped, patients attended. A necessary 
further check upon the staffing of each activity is the manpower 
survey. At the time manpower control was centralized in the Man- 
power Control Division, subordinate commands were required to 
conduct recurring Manpower surveys of their subordinate elements. 
Initially, these reviews were required annually; now, as the result of 
experience, it has been learned that biennial surveys are adequate as 
a basic requirement and permit commanders latitude to survey new 
or changing installations as needed. By the process, then, of work 
measurement, performance analysis, and personnel audits, an installa- 
tion obtains an organization and workforce tailored to its mission. 
These are the quantitative controls within which also operate qualita- 
tive controls to insure that the personnel employed possess the correct 
qualifications and that critical talent is not wasted. Classification 
and assignment teams, operating out of The Adjutant General's 
Office, continually review each installation and unit to insure that 
military personnel are emploved in accordance with their qualifications 
and training. The Office of Civilian Personnel performs corresponding 
appraisals of civilian personnel utilization. 

This is the integrated system of checks, developed by evolution in 
response to the need for effective management in our necessarily large 
and daily more complex modern Army. And the system is still 
developing. Work measurement data, which Department of the 
Army incorporates into yardsticks used by manpower survey teams, 
are continuously revised to conform to experience as the Army 
improves its business methods. 

In recapitulation, during the first 3 years of unified manpower con- 
trol within the Army, a system has been installed and continuously 
improved which provides for the following: 

Controlling the operating forces (combat and general Reserve 
forces) by continuously monitoring their “blue prints’ TO & E’s) 
and modifying them as ways are derived to improve combat effective- 
ness. 

2. Controlling the supporting establishment by individual action. 
First, a workforce is authorized tailored to the mission and workload. 
Second, the agency reports performance on a monthly basis and pres- 
ents personnel requirements quarterly. From statistical analysis and 
quarterly requests, the agency receives a personnel authorization 
voucher for the ensuing quarter, listing funds and spaces—military 
and civilian—allocated to perform the mission. Teams from The 
Adjutant General’s Office and the Secretary of the Army’s Office 
(Office of Civilian Personnel) then regularly visit the agency to ascer- 
tain that individuals are being utilized to optimum efficiency in accord- 
ance with their skills and training. As a byproduct these teams aid 
local authorities by suggesting appropriate improvements in manage- 
ment practices. 

Cementing the several aspects of manpower control into an effective 
structure is the comprehensive system of manpower surveys, in which 
the Department of the Army and each major command survey their 
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subordinate elements biennially. These surveys permit expert first- 
hand evaluation of the progress being obtained in the manpower con- 
trol program and the continuous gathering of ideas which are then 
carried to other activities. They permit obtaining sound data on 
“ue ona al manpower requirements, and, hence, reallocation of personnel 
within the Army in accordance with demonstrated need to perform 
essential missions. They provide data necessary for planning and 
programing. 

Improvements in utilization of manpower have been the major fac- 
tor in the Army’s ability to maintain its combat forces at 20 divisions 
as of the end of fiscal year 1955 de spite cuts of approximately 25 per- 
cent in uniformed personnel. These improvements have also enabled 
the Army to replace military with civilian personnel, to the extent 
that approximately one-third of the active Army is now civilian, and 
during the same period to reduce civilian employment by approxi- 
mately 120,000 spaces. These improvements have given our Nation 
more security per dollar than ever before, and have prompted praise, 
such as that from the Secretary of the Army for having contributed 
more than 50 percent of the total net reduction in governmental 
expenditures during 1954—in figures $3.5 billion. 


Part C—Dvat SuPpERVISION 


In April, 1953, the House Post Office and Civil Service Committee 
focused attention upon a small but important segment of the Army’s 
manpower: the supervisors. Acting as agents for the committee, the 
GAO performed a series of studies during the ensuing year, devoting 
primary attention to determining the extent of and justification for 
dual and pyramiding military-civilian supervision. 

General Acevunt ting Office Reviews the Supe rvisory Positions 

After consultation with Army represent: tives, the GAO survey team 
selected for study a total of 76 positions in 5 Army field installations 
and the Department Headquarters itself, ering the course of the 
survey, the GAO determined that of the 76 reviewed, 29 positions 
were justified, 25 were not, and the remaining 22 were subject to 
further study. 

The instances in which there was obvious ‘duplicate staffing’’ were 
corrected during the course of the survey and those about which there 
was a difference of opinion between the General Accounting Office 
and the surveyed activities received further study. Nine of these 22 
dual supervisory positions were soon after resolved by Army. As of 
December 1, 1954, all but 3 instances of dual staffing surveyed by the 
GAO, within the Department of the Army Headquarters proper, had 
been corrected by abolishment of the positions or reorganization of the 
offices. The three remaining are in process of being resurveyed by 
the Office of the Chief of Staff. At the Army Chemical Center, 
Maryland, the following measures have been taken upon suggestions of 
the General Accounting Office: 3 additional positions ‘have been 
eliminated; the job description for 1 position has been written to 
eliminate supervisory duties, and the grade is now based upon duties 
actually performed; 1 position—that of property and supply officer 
of the Industrial Property Division—has been rejustified by subse- 
quent increases in workload; and 1 position has been rejustified as the 
result of a recent manpower survey. 
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At Fort Dix, all recommendations of the General Accounting Office 
team have been adopted; however, in one position, the Purchasing and 
Contracting Division of the G4 office, from several months’ operating 
experience it has been determined that workload warrants both a chief 
and an assistant. A recent manpower survey has verified this need 
and has accordingly recommended reinstatement of the assistant’s 
position. 

Another activity examined by the General Accounting Office was 
Quartermaster depot operations. Review of personne! requirements 
and applic ation of management engineering studies effected decreases 
of 33 personnel in the Chicago Quartermaster Depot (visited by GAO 
and 32 in the Utah Depot (not visited). 

Army indicates additional efforts to improve Supe rvision 

Improvements in utilization transcended elimination of dual staffing 
to encompass measures to clarify policy, stabilize jobs, and enhance 
leadership. Partly the result of the following measures, productivity 
increased and the civilian personnel quit rate declined to the lowest 
— since 1950, in fact below the average for private industry: 

. The Office of Civilian Personnel as a result of the development 
of a new wage pay plan reduced by approximately 1,000 the number 
of crvilie an wage board supervisory positions. 

A Department of the Army directive, Circular 31 of this calendar 
year, focused attention of all commanders upon the trend toward 
increases in the GS-9 through 15 bracket and prese ribed action to 
arrest the trend. Certain valid reasons are recognized as contributing 
to the increase, among them the curtailment in ‘blue-collar’ employ- 
ment resulting from increased productivity and the replacement of 
military by civilian supervisors. It was to eliminate that fraction 
of the increase, resulting from attempts of supervisors to reward 
deserving subordinates by promotion to unnecessary supervisory 
positions, that the directive was issued. 

3. Further steps taken to formalize the grade and organizational 
structure of Department of the Army civilian personnel are exem- 
plified by the promulgation, by the Chief of Ordnance, of the first 
of a proposed series of Ordnance civilian pe ‘sonnel career — 
This paper outlines specifically the career ladder for civilian employee 
in a. technical service. 

Another item has been the success of the supervisor training 
Fm In 1954, for the first time, commands reported sufficient 
supervisors schooled in basic supervisory training, age rence leader- 
ship, and salary and wage administration; in fact, by the end of the 
year some commands reported reservoirs of trained potential super- 
visors. 

Comprehensive efforts toward prevention of dual staffing 
throughout the Army supporting establishment included publication 
of a directive in September 1954, specifying Department of the 
Army staffing policy, subsequent formulation and application of 
staffing patterns by the Chiefs of the Technical Services, and the 
requirement that all survey teams (manpower, management, and 
job) inquire specifically into positions evidencing existence of dual 
staffing. 
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Ma powel control SUTVEYS include staffing pattern S 


Since initiation of the GAO inquiry, the scope of manpower control 
surveys conducted by the Office of the Chief of Staff upon the General 
and Special Staff sections has been broadened to give increased atten- 
tion to organization, management policies, and essentiality of mis- 
sions. Staffing patterns have been developed down to branch level, 
and 12 job analyses have been performed to determine that respon- 
sibilities and duties are accurately stated and to detect and eliminate 
dual staffing. The Chief of Staff in January 1954, began the second 
series of manpower surveys of the headquarters. As a result of these 
surveys since initiation of the GAO inquiry, the strength of the 
Di partment of the Army staff section has been reduced by a total 
117 officers, 12 warrant officers, 45 enlisted persons, and 45 civilians. 
These figures do not include the segment of the Army Headquarters 
which embraces the technical and administrative services, and which 
also in part came under the examination of the GAO. An example 
indicative that this field has not been overlooked is that at the 
beginning of fiscal year 1955 the Office of The Adjutant General was 
reduced 8.5 percent below the 1954 authorization and in October 
received a further reduction, as the result of a manpower survey, of 
54 military and 77 civilian spaces. These reductions were despite 

ssumption by The Adjutant General of additional missions. 


| 
) 





CHAPTER II].—MANPOWER UTILIZATION IN NAVY 
Part A—SuUMMARY 


During the past few years manpower utilization programs in the 
Navy have been, in general, decentralized to the bureaus and offices of 
the Navy. The overall executive responsibility for manpower man- 
agement was assigned to the Assistant Secretary of the Navy for Air. 

In accordance with Public Law 562, 83d Congress, approved August 
3, 1954, the Department of the Navy has established an Assistant 
Secretary of the Navy for Personnel and Reserve Forces who will co- 
ordinate and direct the efforts of the bureaus and offices of the Navy 
and Headquarters of the Marine Corps in personnel matters (military 
and civilian). This action should increase the efficiency of the man- 
power program of the Department of the Navy. 

Positive manpower utilization programs have been developed in the 
Navy in the past 3 years. These programs have included improved 
methods of operations, as for example: The Bureau of Supplies and 
accounts methods-improvement program, the production planning 
and control program in the naval shipyards, the engineered perform- 
ance standards project in the naval air stations, and the Bureau of 
Naval Personnel work-simplification program. These programs are 
increasing employee productivity. 

Surveys are being conducted in the Navy by both the management 
bureaus and the Inspector General. Included in the objectives of 
these teams are an analysis of workload as compared to work force, 
organization and supervision, and position descriptions. 

The De ‘partment of the Navy on ao 30, 1952, had 1,056,200 
military (including 231,960 in Marine Corps) sid 181,300 civilians. 
Two vears later, June 30, 1954, there were 949,600 military (ineclud- 
ing 223,900 in Marine Corps) and 413,000 civilians. The total 
number of peop! e in the Department of the Navy declined 11 perce ~ 
despite no reduction in combat potential of the Marine Corps o 
activated naval ships and an increase of over 900 active aircraft. 

The following table indicates that total seiebev tial ‘mitany and 
civilian, in the Shore Establishment has been progressively lowered 
from the July 1952 peak and is continuing this trend in fiseal year 
1955. 


Military and 
June 30, 1952 (actual) - 730, 901 
June 30, 1953 (actual 709, 400 
June 30, 1954 (actual 636. 600 
June 30, 1955 (estimated 630, 600 


The Department of the Navy realizes that stringent personnel 
limitations have required it to staff many of its combat units at a 
level below planned requirements. Such staffing, while necessary 
under present personne! ceilings, is considered to constitute a caleu- 
lated risk. Accordingly, personnel savings effected in the Shore 
Establishment are being utilized to improve the manning levels of the 
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operating forces and thereby reduce this calculated risk in its combat 
readiness. 
{>More effective manpower management in Navy is being accom- 
plished through improved qualitative uses of available manpower as 
well as through the elimination of positions. Various training 
programs for both civilian and military are undergoing revisions to 
more properly reflect changing demands. Such changes are reflected 
in reduced training time for enlisted personnel i n specialized training; 
less formal schooling and more on-the-job e ape rience for civilian 
apprentices; and a recently developed administrative course for naval 
engineers and scientists. 

One Bureau recently reevaluated some 50,000 job positions. 
About 1.5 percent were eliminated and 3 percent were reassigned. 

Another Bureau in November 1954 developed a career plan for both 
key civilian and military personnel in its field ioeividee with an 
immediate implementation date. 

These various plans and projects in the Navy will result in a con- 
tinuing and effective combat force with less total personnel. 


Part B—MaANpower UTILIZATION GENERAL 


All management offices, bureaus, and the Marine Corps have had 
in recent years continuing programs in manpower utilization. These 
programs, formalized to various degrees, have included work simplifi- 
cation; job analysis; selection-classification and assignment of person- 
nel; organization analysis; training and surveys. The programs and 
improvements indicated here are not all inclusive but are submitted 
as examples which are representative of the type of action taken to 
effect the most efficient and economical use of manpower resources. 

Various programs and improvements leading to more effective man- 
power management in Navy since 1952 are categorized by broad 
administrative techniques in the following pages: 


Work simplification 


The Ni avy has spent considerable effort iImproy ing the work tech- 
niques needed to effectively manage large scale, industrial-type 
employment. Some of the current programs underway are: 

The production planning and control program in the naval ship- 
yards grew out of the findings of the survey report made by a private 
management engineering firm, based on their study of naval shipyards 
and similar private industrial establishments 

The principal objectives of the program are: (a) to establish 
standards of performance; (b) to establish production planning and 
control procedures to achieve these standards—and from these to 
establish more effective methods for measuring manpower utilization. 

The pilot installations at the naval shipyards in Norfolk and 


Charleston proved, on the first phase, that the deve ‘lopment and inst al- 
lation of improved shop planning methods were so effective that this 
phase of the program has been expanded to include all United States 


naval shipyards. 

The implementation of the second phase, the development and 
installation of improved central planning, scheduling, coordinating 
and control procedures is well underway. 
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Tests to date indicate extensive savings are resulting from this 
revised technique. As a result of this program, the Pearl Harbor 
Naval Shipyard alone estimates 37,000 man-days can be saved yearly. 

2. An engineered performance standards program, utilizing indus- 
trial engineering techniques such as methods improvement, plant 
layout, and work simplification, was developed in 1952 by the Bureau 
of Aeronautics for use in the industrial operations in the overhaul and 
repair of aircraft. This program established performance standards to 
increase productivity and improve production scheduling, budgeting, 
reliability and workload estimating accuracy. The results of the 
pilot studies in the use of this program at the naval air stations at 
Jacksonville, Fla., and Quonset Point, R. 1., were so successful that 
the program was approved for promulgation at all major air stations. 

As specific examples of savings from this program the landing gear 
on an F—4-U type aircraft can now be overhauled in 43 hours as com- 
pared to 75 hours prior to engineered performance standards. Like- 
wise, the direct man-hours needed to disassemble an FG aircraft have 
been reduced from 129 to 79 hours. 

The Bureaus of Naval Personnel and Supplies and Accounts have, 
each, developed formal work simplification programs. The Bureau of 
Naval Personnel program emphasizes training the supervisor and is 
quite adaptable to military supervision. The Bureau of Supplies and 
Accounts approach is directed toward method improvement with 
emphasis on the individual worker’s self-analysis of his own methods. 
This approach has proven successful with civ ilian employees, especially 
on repetitive operations. 

Each program has proven valuable in its related areas. Several 
other management bureaus of the Navy, including the Marine Corps, 
are successfully analyzing and simplifying operations as a result of 
these programs. 

The Military Sea Transportation Service developed a standard 
reserve operating status manning scale for C-4 type passenger ships 
which resulted in a reduction of paperwork and a reduction in crew 
strength. Implementation of the standard ROS manning scale 
reduced paperwork and eliminated approximately 20 men from the 
former ROS crews whose combined salaries averaged approximately 
$6,000 per month. <A review of overtime procedures aboard ship led 
to the development and issuance of instructions designed to curtail 
overtime, eliminate abuses, and provide disciplinary action measures 
for careless or unauthorized administration of overtime regulations. 

5. In October 1953, the Chief of Naval Personnel perfected a docu- 
ment which made it feasible for the first time to process on electric 
accounting machine forms, and to present on a single document, the 
entire allowance and complement for an activity. Since that time the 
changeover from seven separately processed documents to a single 
electric accounting machine processed allowance/complement form has 
been in progress. To date the merger is about 60 percent complete. 
Upon completion, it will be possible to summarize and analyze every 
military officer billet (job) in the Naval Establishment. Similar 
summaries of all special skills required by enlisted personnel will be 
possible. These summaries and analyses will result in the better 
utilization of officers and enlisted personnel. More important, the 
new form makes it possible for the first time to relate accurately 
mobilization (complement) requirements to peacetime (allowance) 
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requirements. This in turn will result in better utilization of peace- 
time personnel in preparation and training for mobilization. 

When the transition is completed, the C ‘hief of Naval Personnel will 
be able to make the shift from peacetime personnel requirements to 
mobilization personnel requirements with a minimum of change in 
operating procedure. Since all complements and allowances will be 
on machine records, information may be extracted rapidly for analysis 
of requirements, and changes to existing allowances can be made and 
promulgated in a fraction of the former time. 

Job analysis 

Among the methods used in this area of manpower utilization have 
been reviews of key level positions and of tables of organization. 
Examples are: 

1. The Bureau of Aeronautics has provided for Bureau level review 
of each new or additional key level position prior to its being estab- 
lished at a field activity. This review is designed to maintain a 
proper relationship between personnel staffing patterns and program 
requirements charged to BuAer and its field activities. By requiring 
the submission of a detailed description of the duties and respon- 
sibilities to be performed, this procedure insures that key positions 
will be established only where a genuine need exists. 

The annual maintenance review of positions in the Bureau of 
Ordnance was completed on June 25, 1954. Of the 1,405 positions 
in the Bureau, 1,012 descriptions were found to be correct. The 
remainder of the positions were redescribed or amended. Manage- 
ment review of the positions resulted in the elimination of 10 billets. 
The annual maintenance review of positions in the naval ordnance 
establishments covered 57,764 employees, including 15,432 graded 
and 42,332 ungraded positions. As a result of the review 665 posi- 
tions were abolished and an additional 896 positions are still under 
study. The review of ungraded positions identified 1,362 mis- 
assignments (3.3 percent). Six hundred and eighty-four positions 
have been reassigned, 243 positions in the Inspector Service are being 
carefully revie ‘wed to determine whether or not they are misassign- 
ments, and the remaining 325 are being corrected by reassignment or 
by establishment of ratings new to the activity. 

The Marine Corps table of organization review eliminated 
12,000 military billets. In order to maintain the operating forces at 
maximum possible strength an intensive review of Marine Corps 
tables of organization was conducted to eliminate billets other than 
those clearly justifiable as essential. This review resulted in a re- 
duction of over 12,000 billets in ground and aviation units through 
the elimination of certain functions and the placing of others on an 
additional duty basis. By reducing the size of many support and 
service units in this manner, the Marine Corps was able to place a 
greater percentage of its total personnel in its operating forces. 
These efforts are continuing to the extent that approximately 1,300 
billets have been eliminated since the review period. The success 
with which the Marine Corps is realizing its goal of increasing the 
percentage of Marine personnel in its combat arm is indicated by the 
fact that the percentage of combatant personnel in the Marine Corps 
increased from 54.9 percent in fiscal year 1954 to 61.8 percent in 
fiscal year 1955. Through the constant scrutiny and evolution of 
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tables of organization along the most austere lines, as well as a more 
even input ‘of recruits and reduced personnel turnover, the Marine 
Corps plans to continue to provide a balanced force of three Marine 
divisions and aircraft wings with some 34,000 less personnel. 

4. A notice was promulgated in August 1954 to all offices within the 
Office of the Chief of Naval Operations to acquaint responsible officers 
with the necessity for reducing the number of military personnel 
assigned and to solicit the elimination of officer and enlisted billets. 
The reduction is to be accomplished in a planned, orderly manner as 
a result of searching self-examination and cooperative action by 
responsible officers. A continuous analysis of billets to be eliminated 
is In process, with "age 8 «1 reductions in conformity with authorized 
military strength for fiscal year 1955 to be effected with the least 
possible impact on operations within the Office of the Chief of Naval 
Operations and to permit, wherever possible, the completion of normal 
— of shore duty. 

In July 1953, the Bureau of Yards and Docks restated its policy 
on "self. appraisal and evaluation as a means of reducing personnel 
requirements. This notice requested field activities receiving civilian 
personnel ceiling allocations from the Bureau to examine their organ- 
izations and report reductions in ceilings they could accept without 
impairing their ability to accomplish their respective missions. 
Through this program, the Bureau has retrieved 548 spaces since 
July 1, 1954, and expects to get 100 more by the end of calendar year 
1954. The Bureau has released unneeded ceiling spaces to the Navy 
Comptroller, who is responsible for the allocation of civilian ceilings. 
Selection, classification, assignments of personnel 

The Department of the Navy’s comprehensive programs in the 
selection, classification, and assignment of personnel is geared to the 
principle that obtaining, training, and retaining qualified employees is 
the basic factor in achieving and maintaining the optimum combina- 
~e of effectiveness, efficiency, and economy. 

During the past few years, the Bureau of Ships has been expand- 
si its personnel programs to meet the needs of the organization for a 
large and highly trained staff. A new Bureau supervisory selection 
program was adopted in March 1953. This program requires the 
evaluation by a selective board of all candidates for a supervisory 
position at GS-13 or above. The use of the selection board procedure 
is mandatory unless the Chief of the Bureau approves an exception. 
There have already been 49 selections under this program. 

In the future all positions at GS-13 and above whether they are 
supervisory or not will be covered. A Bureau promotion program 
covers all other positions. All vacancies are advertised to Bureau 
employees before they may be filled. This allows anyone who meets 
the qualifications to apply and to be considered by the appointing 
official. As an aid to the selections under both of these programs the 
Bureau has adopted an extensive testing program which gives selection 
boards and appointing officials information about the capabilities of 
the candidates which would not otherwise be available. Despite all 
these improvements in personnel administration in the Bureau, there 
was a need to integrate these programs and to supplement them where 
necessary. In that way, there would be a unified career development 
program to offer prospective professional employees. An ad hoc com- 
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mittee on the civilian professional career plan was established in June 
1953. The committee has completed a report which includes a pro- 
posed Bureau of Ships instruction incorporating all the features of 
career planning which are within the authority of the Bureau to 
establish. 

2. In the past, personnel being assigned to permanent duty stations 
frequently were sent to stations so far removed from the current 
location of their dependents that considerable expenditure of travel 
funds was involved. Action has been taken, in the form of instruc- 
tions for general detail reporting, which requires that current location 
of dependents be specified. As a result, personnel distributors at all 
echelons now are able to make assignments involving minimum trans- 
portation of dependents and household effects, and insure that the 
service families are reunited within a short time. 

3. The Marine Corps Recruit Depot, San Diego, Calif., has de- 
veloped a new procedure to provide fuller utilization of recruit per- 
sonnel who are placed in a light-duty status for medical reasons. The 
procedure will result in the modification of the present assignment form 
to convey to a commanding officer the actual extent of the required 
light duty so that the recruit may be assigned activity in which he can 
participate without detriment to his health. It is considered that this 
new procedure will be a definite improvement and will improve utili- 
zation of the training time of personnel in light-duty status. 

The Chief of Naval Personnel has been aware for some time of the 
difficulties confronting the Navy in filling requirements for personnel 
possessing the critical technical skills needed at the outset of a mobili- 
zation. As a result, qualifications are now being developed for the 
enlistment of skilled civilians in the Naval Reserve at pay grades 
commensurate with their levels of occupational skill. Of 110 enlist- 
ment guides, 95 have been prepared, with completion scheduled for 
fiscal year 1955. 

Advantages accruing to the Navy as a result of this program will 
include: 

(a) An immediate ly available pool of enlisted reservists with 
skills critically needed by the Navy. 

(b) A saving to the Navy in training time and money. 

c) Higher morale, because of the full utilization of the re- 
servists’ highest skill. 

5. One noteworthy example of improved utilization of employees’ 
skills is the development of a ‘‘warehouseman”’ classification in the 
Bureau of Supplies and Accounts. This new rating permits one em- 
ployee to perform the functions which formerly required the services 
of a storekeeper, an equipment operator, and a laborer. To date, this 
job realinement has eliminated the need for 400 employees. 

6. To meet changing needs of the classification and assignment 
activities for enlisted personnel in the Navy, these major ace nepal 
ments were made by the Bureau of Naval Personnel, during fiscal yea 
1954: (a) a method for screening personnel into electronic and ioakal 
training was developed; (b) a new basic test battery for recruits was 
developed; (¢) investigation of the need for special testing procedures 
of enlisted women was started; (d) a test to effect quicker and more 
economical identification of illiterate recruits was developed. 

The Navy likewise realized that in an effective manpower program, 
attention was required of organization and related factors. 
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Organization analysis 


Some of the bureaus and offices in the Department of the Navy 
have recently reorganized to promote the efficiency of their respective 
organization and to insure the proper utilization of manpower. 
Current examples are noted below: 

The Bureau of Ordnance reviews each year the structure, fune- 
tions, and staffing of the ordnance establishments. In most instances, 
the results of the review are expressed in recommendations for organi- 
zation improvement. A major organization analysis was performed 
in the Public Works Department of the Naval Gun Factory. Prior to 
the review the supe ‘TVISOry patterns in the buil ling trades, electrical, 
transportation, and powerplant components were out of balance. As 
a result of the review, the supervisory patterns were adjusted and 4 
foreman, 7 quarterman, 7 leadingman and ¢ ) snapper positions were 
eliminated. As a result of further reductions in the staff at the gun 
factory the organization review is being continued and _ further 
reductions may be possible. 

2. A review of the organizational structure of the Military Sea 
Transportation Service headquarters and commands was initiated in 
June 1954. The purpose of the survey was to improve operational 
functions, in relation to current and prospective reduced level of 
operations and consolidate functions at various organizational levels 
and eliminate those sections where workload could be absorbed by 
other organizational units. ‘To date, the actions taken as a result of 
this study have resulted in a reduction of 17 graded and 9 ungraded 
positions and 15 enlisted billets in shore activities in the MSTS 
commands in the United States and overseas. 

Two major changes in the mission and responsibilities of the 
Office of Naval Research will be effected during the fiscal year 1955. 
In the 1955 Appropriation Act for the Department of Defense, the 
Congress consolidated all research and development funds of the Navy 
into a single no-year appropriation ‘Research and Development, 
Navy.” ‘These funds were formerly included in nine separate appro- 
priations and budgets. The Office of Naval Research has been 
assigned the responsibility for the administration of this new appro- 
priation. 

In June 1954, the Secretary of the Navy directed that the coordinat- 
ing responsibilities of the Office of Naval Research be broadened to 
include the developmental phases of the Navy’s research and develop- 
ment program, in addition to its previous responsibility for the 
coordination of research. 

The Navy by establishing an Assistant Secretary for Personnel 
and Reserve Forces, in October 1954, expects to be able to place more 
emphasis in the Department on top-level policy relating to personnel 
matters, manpower affairs, and related items, 

Cost consciousness campaigns 

Related closely to job analysis, work method, and types of organi- 
zational component, is the attitude of the rank-and-file employee. 
Successful management in Navy has carefully considered the attitude 
of all naval personnel, civilian and military. 

During the fiscal year 1954, approximately 1 out of every 6 civilian 
employees was an active participant in the incentive and award pro- 
gram by either submitting an improvement suggestion or contribut- 
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ing a meritorious accomplishment. The annual savings figure for 
suggestions adopted exceeded $13,600,000. Another $7,100,000 was 
realized from other individual or group achievements which resulted 
in a total of $22,901,695 through the incentive awards program in the 
fiscal year 1954. 

In turn, military officers of the Department of Navy were rated on 
their cost consciousness. Various methods were used, varying with 
the activities, to recognize the cost-conscious attitudes of enlisted 
personnel. 

The Department of the Navy has been pioneering for some time in 
the development and use of techniques to reduce the overhead costs 
of paperwork. This year, the Navy presented its story in form of an 
exhibit. The paperwork manageme _ exhibit portraved the scope, 
cost, and effect of paperwork in the Navy, the techniques that have 
been developed to manage paperwork, and some primary results of 
the use of these techniques. This exhibit is now being shown to all 
levels of management in the Department of Defense, to the publie at 
the National Archives, and in large cities throughout the country 
having large concentrations of naval activities. 

Other examples of cost consciousness are: 

1. A Navywide, coordinated reports screening program was con- 
ducted in 1953. This resulted in a 12-percent reduction in the num- 
ber of reports. One hundred and seventy-six reportes were simplified 
or were reduced in frequency. It was estimated that 175,000 man- 
hours per year were saved. 

2. The scheduled port turnaround time of passenger ships of the 
Navy’s Military Sea Transportation at in continental United 
States ports was reduced an average of 1% days per turnaround 
a improved operational functions. On the basis of an average 
of 32 turnarounds per month, at an estimated cost of $5,000 per day, 
per a the savings represented by the improved schedules approxi- 
mate $2,800,000 per vear. 

The automotive maintenance cost-control program has been in- 
stalled at all major Bureau of Ships-managed activities performing 
automotive maintenance work. This program emphasizes detailed 
inspection, planning, scheduling of automotive work in terms of oper- 
ating manual guidance, and a reporting procedure which permits an 
effective comparison of actual man-hours expended versus man-hour 
allowances provided by accepted flat-rate manuals. Manpower re- 
ductions in the transportation shops of naval shipvards during the 
period January 1 to October 1, 1954, amounted to 418 employees. 

1. Since the installation of this same program by the Bureau of 
Yards and Docks, there has been a reduction of approximately 1,276 
military and civilian personnel engaged in automotive maintenance 
work. 

Training 

The Navy has always considered training an effective aspect of man- 
power utilization. A well-trained individual, civilian or military, ean 
mean increased productivity. 

The various training programs in Navy are continuously analyzed 
with respect to operating needs as well as related personnel programs. 
Examples of these changes follow: 

The Chief of Naval Personnel has this year achieved economies in 
technical schools of the Navy military by streamlining curriculums and 
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courses so that the same quality training can be obtained in less time. 
The lengths of some of the courses have been changed as follows: 
steward’s mate from 12 to 6 weeks, pipefitters from 16 to 12 weeks, 
storekeepers from 15 to 12 weeks and electronic technicians from 36 to 
25 weeks. 

The effect of these reductions is not only a decrease in overhead, 

support required but also gets trainees into operational billets earlier. 

The Bureau of Ships and its naval shipyards have recently com- 
pleted a comprehensive review of 231 apprentice program plans in- 
volving 30 different trades. Cognizant shipyard line and staff officials 
have made an orderly study of the requirements for each trade 
apprenticed and have revised the training plans to conform to these 
requireme nts. 

These 1954 plans, when compared with the plans submitted to the 
Bureau in 1953, reveal average reductions of 17 percent in the hours 
scheduled for subjects directly related to the trade and 27 percent in 
the hours for other subjects. The hours represented by these redue- 
tions, which were charged directly to overhead, have been rescheduled 
for additional job skills training on regular productive work. 

The overall reduction will result in estimated savings of 190,000 
man-hours. These savings are being effected without compromising 
the objective of the apprentice training or the quality of the new 
artisans being developed, and comparable savings will be reflected in 
the training of subsequent groups of apprentices. Each activity 
participating in the study has been provided with a summary of the 
findings and Bureau comments for continuing periodic reviews. 

3. In asurvey by Navy, it was determined that many of the higher 
level engineering people in the Navy spend a large proportion of their 
time in management areas, making management decisions as opposed 
to those which are purely technical. As a result of the survey the 
Navy has cooperated with a local area university to conduct after- 
hours courses for scientists and engineers in management. Some 200 
Navy engineers are now taking the courses. 

Surveys 

With only 1 or 2 exceptions all the bureaus and the Marine Corps 
have survey functions. The Inspector General of the Navy's mission 
also includes responsibility for an evaluation of the Naval Shore 
Establishments’ workload, work force, job descriptions and methods 
of operations by means of on-site surveys. 

The Bureau of ordnance recently established a three-level survey 
system to assure adequate coverage and proper integration of survey 
and review teams. The first survey level is directed to the solution 
of specific problems that require field review and to specific review of 
certain problems at all similar activities. The second survey level is 
under the direction of the Inspector General, Bureau of Ordnance, 
and is concerned with an overall management evaluation of selected 
establishments. The findings and recommendations of this group are 
concerned with broad problems of policy and procedure, and imple- 
mentation is coordinated throughout the Bureau. The third level 
surveys are performed by the Naval Inspector General, On-Site 
Survey Division, the Navy (¢ ‘omptroller, General Accounting Office, 
and other similar boards. The Bureau relies on these surveys to pro- 
vide an impartial evaluation of the Bureau’s efforts in management 
and operations and as a check on the effectiveness of the other survey 
levels. 
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In November 1954, the Bureau of Aeronautics established the policy 
and procedure for conducting regular Bureau of Aeronautics manage- 
ment visits to field activities under the management control of this 
Bureau. The primary objective of the Bureau of Aeronautics visiting 
parties is to promote better understanding and coordination between 
the Bureau and its field activities. Included in the efforts of the 
Bureau of Aeronautics visiting party will be the clarification of the 
policy of the Chief of Aeronautics on dual staffing. 

Substitution of ( wmlian for Military 

The Chief of Naval Operations has promulgated letters to all 
bureaus and offices and to Reserve Fleet commanders directing 
addressees to examine the feasibility of the substitution of civilians for 
military personnel within their supporting establishments. This 
substitution program is aimed at releasing required personnel for the 
operating forces, overseas activities and special programs. Imple- 
mentation of any recommended substitutions, however, will not be 
effected without careful consideration of the resultant effects on the 
sea-to-shore rotation program and mobilization potential. This 
substitution program is in conformity with the Department of Defense 
policy advocating the substitution of civilians for military personnel 
with full consideration of mobilization potential and mors 4 In 
addition, it is in consonance with the mene principle stated by the 
congressional Appropriations Committee concerning substitution of 
civilians for military personnel in those cases where such substitutions 
would effect a savings in money and manpower and at the same time 
release military personnel for military duty. Upon receipt of such 
recommendations and assurance of the availability of funds and 
civilian ceiling, the Chief of Naval Operations will implement the 
necessary revision to military personnel allocations after consultation 
with the Chief of Naval Personnel has insured that there will be no 
serious effect on rotation policies essential to the well-being and morale 
of our uniformed personnel. 

A recent Secretary of the Navy instruction of August 13, 1954, 
authorized commanding officers of naval industrial activities to hire 
civilian physicians to replace the naval medical officers engaged in the 
field of preventive medicine. These medical officers provide medical 
care and other related services almost exclusively for the benefit of 
civilian employees. The results of this proposal, if successful, would 
contribute to the maximum effective utilization of naval medical 
officers and permit a reasonable amount of medical care to be provided 
to dependents of naval personnel. The Bureau of Medicine and 
Surgery recommended that a total of 111 naval medical officers be 
replaced at various activities by the number of civilian physicians 
which the management bureaus and individual commanding officers 
consider necessary to provide complete medical coverage. 


Part C—Dvau SuPERVISION 


Areas studied by the General . lecounting O fhice Current results 

The surveys of Department of the Navy activities by the General 
Accounting Office during the period of August 20, 1953, to April 13, 
1954, encompassed the Navy Department Hes es rs, Washington, 
D. C.; Naval Air Station, San Diego, Calif.; Norfolk Naval Shipyard, 
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Portsmouth, Va.; Naval Supply Depot, Bayonne, N. J. A summary 
of actions taken by cognizant management bureaus and offices follows. 
1. Bureau of Aeronautics.—The Contracts Division of the Bureau of 
Aeronautics (a departmental office) was reorganized during the course 
of the investigation. This reorganization was effected in March 1954 
and reduced an organization composed of 6 branches and 20 sections 
to the present organization of 3 branches and 9 sections. This is 
providing, in the opinion of the Chief of the Bureau of Aeronautics, 
‘no unjustified duality between civilian employees, military personnel, 
or between military and civ ilian supervisors.” 

At the Naval Air Station, San Diego, Calif., two departments were 
surveyed; 1. e., overhaul and repair and supply and fiscal departments. 
In compliance with the objectives of the subcommittee, the military 
officer complement for the overhaul and repair department was 
reduced from 27 to 18. A new billet supplement (allowance) for 
military personnel for the supply department (fiscal and supply de- 
partments are now separate) will eliminate the dual staffing in this 
department as described in the General Accounting Office report. In 
addition, the establishment of a formal comptrollership organization 
at this air station will assist management in its efforts to prevent the 
possibility of dual staffing problems in the newly organized fiscal 
department. 

2. Bureau of Ships.—A comprehensive survey was made of the 
Norfolk Naval Shipyard, Portsmouth, Va. Both the supply and 
industrial relations department were inspected by the survey team, 
and revealed some dual supervisory areas. 

The Bureau reports that the total number of military personnel in 
these two departments has been reduced from 18 toll. The shipyard 
has initiated Steps so that the total number of officers in the supply 
department will be further reduced by 4 and the total number of 


civilians in supervisory positions by 2. 


3. Bureau of Supplies and Accounts.—The Purchase Division (now 
Office of Assistant Chief for Purchasing) was reported to have eight 
supervisory areas where dual staffing existed. The Bureau has 
reported that dual supervision no longer exists in seven of these areas 
except to the extent indicated by the General Accounting Office as 
justified. The eighth area under question will remain dually staffed 
since the officer in charge of the section concerned is required to de- 
vote a considerable portion of his time in making official visits to field 
activities in the United States and abroad. 

The United States Naval Supply Depot, Bayonne, N. J., had 18 
areas questioned by the GAO report. Nine of the 18 areas are no 
longer dually staffed. The Bureau believes that the nine remaining 
supervisory areas are justified in maintaining dual staffs on the basis 
of workload and the strictly military assignments of the officer incum- 
bents, 

The nature of providing supply services has caused conditions 
observed and cited by the GAO representatives to materially change. 
In many instances, new functions have been assigned and old func- 
tions amended or deleted as circumstances merited. Organizational 
structures necessarily have been modified and personnel shifted to 
meet situational requirements. These factors affect the validity of 
any evaluation and i vom made with the sts affing situation 
existing during the GAO survey (April 1953 to March 1954) and that 
existing now (November 1954). For example, at Naval Supply 
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Depot, Bayonne, the Disposal Division has been reorganized in 
accordance with the revised standard structure, also the planning 
department has been combined with the newly established Comp- 
troller’s Office. 

Additional efforts in Navy to im prove SU pe rvision 

The Navy in recent months has been successful in improving over-all 
supervision, Some of the projects follow: 

1. Bureau of Aeronautics—On November 23, 1954, the Bureau of 
Aeronautics issued BuAer Instruction 5200.8, subject: “Manpower 
Utilization; dual staffing.’ The purpose section of this instruction 
states: ‘This instruction is intended to provide additional guidance 
regarding manpower utilization, and overlapping staffing of super- 
visory positions in particular * * *. It is the policy of the Chief of 
the Bureau of Aeronautics to strive for the most effective and efficient 
utilization of manpower, both military and civilian, in the accomplish- 
ment of the assigned missions and tasks of the Bureau of Aeronautics 
and its field activities. Dual staffing, being incompatible with this 
objective, must not be permitted to occur or to exist.” 

In addition this instruction required the submission—‘‘at least 
annually * * * of information on local action taken to avoid or 
eliminate dual staffing of positions.”’ 

2. Bureau of Ships.—In response to a Bureau of Ships austerity 

directive dated July 30, 1954, to all field activities under its military 
sponsorship and as a result of a critical self-survey by each activity, 
a total of 190 officer billets and 720 enlisted billets have been elimi- 
nated. The majority of the officer billets were in the field of adminis- 
tration, supply, and electronics. 
3. Bureau of Supplie s and Accounts.—-The matter of dual staffing 
at Bureau of Supplies and Accounts managed activities was discussed 
at a Washington, D. C., meeting of the commanding officers of field 
activities held in November 1954. The Department of Defense policy 
that ~hecessary steps will be taken to avoid all types of dual staffing 
of positions’? was re-emphasized and the following Bureau of Supplies 
and Accounts policy Was announced: 


Only one person is permitted to hold final authority and responsibility for all 


operations at any organizational level. Delegation of a portion of that authority 
and responsibility to authorized assistants commensurate with assigned duties is 
permissible under the following circumstances: 


a) When part-time supervisory assistance is required at any organizational 
level, it will normally be provided by a supervisor from the next lower echelon 
as additional duty, or, 

When full-time supervisory assistance is required at any organizational 
level, commanding officers may authorize the establishment of such supervisory 
positions if one or more of the following criteria, or a combination of them fully 
justify: 

1) The volume of work produced by the component being supervised requires 
supervisory review and control time beyond that available and provided by one 
full-time supervisor and a single part-time assistant from the next lower organiza- 
tional echelon in standard work periods; therefore, a full-time assistant is needed 
to avoid operational backlogs or the payment of overtime on a regular basis 

2) Travel or other official absence from supervisory and control duties keeps 
the head of the organization from his regular work assignments to such an extent 
that operational backlogs consistently accumulate 


This staffing policy was the outgrowth of the work of the ad hoe 
committee appointed on March 23, 1954, by the Chief of the Bureau 
f Supplies and Accounts to study the entire supervisory staffing 
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problem, including aspects relating to dual staffing, and to recommend 
a Bureau of Supplies and Accounts concept and policy relative to 
these matters for all activities under Bureau of Supplies and Accounts 
management control, 

This policy has been promulgated to all field activities with an 
effective date of “upon receipt.’’ All established supervisory positions 
at field activities will be reviewed and only those that are fully justi- 
fied in terms of workload will be retained. 

t+. Bureau of Personnel.—The allowance officers of the Complements 
and Allowances Branch, Bureau of Naval Personnel, conduct contin- 
uing surveys for duality of supervision between military billets, at all 
naval activities, as a go of their routine duties. Their surveys are 
not limited to duality, but include such other items as: 

(a) Determination of what billets are generally administrative in 
nature, and require a military petty officer rather than a specific tech- 
nical skill. 

b) Determination as to whether petty officers are allocated to billets 
that should be assigned to general service rates. 

c) Determination as to whether general service rates are allocated 
to billets that should be assigned to petty officers. 

(d) Determination as to whether ratings are properly assigned to the 
technical duties consistent with their ratings. 

(e) Semi-annual application of standard criteria for utilization of 
Steward Group rates, to determine activities in which a reduction in 
these rates should be made. 

5. Marine Corps.—The Marine Corps has long recognized the need 
to avoid and to eliminate dual staffing within its own activities. Two 
specific means by which the Marine Corps has been attacking this 
problem of dual supervision are (1) civilian supplemental tables of 
organization (T/O) and (2) criteria for determining military /civilian 
billet 

These T/O’s were developed to assist the Marine Corps in arriving 
at a more valid assessment of its overall military ‘civilian re quirements 
This supplemental information was utilized by the Marine Corps T/O 
Review Board in its evaluation of military T/O’s. In addition, thes« 
supplementary T/O’s are being used to process requests for military 
T/O billet changes. By thus examining military billet requirements at 
various activities in the light of civilian requirements at these same 
activities, it is possible for the Marine Corps to identify and eliminate 
areas of possible dual military-civilian supervisory sts affing. 

Standard criteria for determining whether a billet will be established 
for military or civilian will be used throughout Marine Corps field 
activities as a basis for effecting the substitution of civilian for military 
personnel. 

These substitutions are authorized only after careful consideration 
has been given to the effect of such action on military personnel 
morale and effectiveness. This is in accordance with current Depart- 
ment of Defense guidance concerning the effect of policies on personnel 
For example, before any substitutions are approved, the rotation and 
training requirements of the Marine Corps for the particular types of 
billets are considered. No substitutions are effected which would 
serve to restrict the career training or the rotational possibilities of 
individual marines. 








CHAPTER ITI—MANPOWER UTILIZATION IN AIR FORCE 
Parr A—SUMMARY 


During the past 2 years the Air Force has been subjected to many 
program changes from 143 combat wings, and is presently operating 
under a 137-wing program. Because of these changes, it has been 
necessary to reevaluate and reappraise programs, plans, and operat- 
ing procedures in a continuing effort to effect economies and savings 
and to achieve more Air Force per dollar expended. The programed 
requirement estimate of 1,185,000 military and the equivalent of 
$42,000 United States civilian personnel (total 1,627,000), established 
at the end of fiscal year 1952 for an eventual 143 wing force, has been 
reduced to 975,000 military and the equivalent of 330,000 United 
States civilians (total 1,305,000), for a combat foree of 137 wings. 
This reflects a reduction of 322,000 military and civilian personnel 
from the Air Force's estimated requirements. This programed 
reduction was accomplished through: 

1. An immediate review of manning documents to reduce 38,000 
spaces 

2. Elimination of functions and activities not contributing to or 
supporting the combat effort. 

3. Reduction in headquarters manning. 

t. Large reductions in such areas as motor vehicle maintenance, 
food service, air police, and administration. 

5. Stressing reduced formal technical training and more on-the-job 
training 

6. Reevaluation of mission and workload in the major air 
commands. 

7. A balance of skill requirements. 

8. Self-appraisals by the major air commands. 

9. Emphasizing elimination of dual staffing. 

10. Reduction in pipeline time and the number of personnel in 
pipeline status. 

11. Reductions through Project Native Son—increased use of 
foreign nationals. 

The organization-classification survey with its continuing 
controls. 

13. Emphasizing stabilization of enlistments and training. 

14. Programed savings through Projects Home Front and Reverse 
English. 

15. Programed reductions through application of more austere 
standards. 

Sound management practices such as those cited in parts B and C 
enabled the Air Force to increase its forces in being by 11 combat wings 
in fiscal year 1953. 

During fiscal year 1954, the Air Force increased the forces in being 
by activating 9 combat wings, 8 air transport squadrons, 14 air refuel- 
ing squadrons, and a number of miscellaneous flying support units. 
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In addition, there was an expansion of the North American air defense 
net, an increase in NATO support, the establishment of 20 additional 
operating bases and the continuation of combat ready status of forces 
stationed in Korea, Civilian personnel authorizations, including those 
engaged in the mutual defense assistance program decreased from 
307,087 on June 30, 1953 to 304,242 on June 30, 1954. Military per- 
sonnel authorizations during this period decreased from 983,625 on 
June 30, 1953 to 955,394 on June 30, 1954 in spite of increases in forces 
in being and other workload increases. 

The Air Force was able to accomplish this largely by achieving actual 
reductions of 38,000 military and civilian personnel from current au- 
thorizations in fiscal year 1953, and 86,000 in fiscal year 1954 in support 
and administrative areas, and channeling resultant savings into combat 
forces. Reductions in spaces over and above those required to man 
additional combat units will be used to partially offset the deficits fore- 
seeable for fiscal years 1956 and 1957. The remainder of authoriza- 
tions required to support a combat force of 130 wings in fiscal year 
1956 and 137 wings in fiscal year 1957 will be created by further adjust- 
ments in programed requirements. While there is a certain amount 
of calculated risk involved in cutting standards to the bare minimum 
to do the job, it is believed that barring any unforeseen increases in 
workload or radical change in mission, the Air Force can meet its ob- 
jective with the assurance that the maximum tax dollar allocated to 
the Air Force goes to combat effort. 


Part B—Manpower UTILIZATION, GENERAL 


In order to present the manpower utilization program as it has 
progressed through the last 2 vears, it is desirable to present a 
chronological history of the most significant improvements that 
occurred in the transition from the long-range 143-wing program of 
end fiscal year 1952 through the interim of 106-wing, 110-wing, and 
120-wing programs to finally the current 137-wing program. 

The initial manpower estimates in fiscal vear 1952 for a 143-wing 
Air Foree varied from 1,700,000 to 2,025,000 milits ary personnel. 
Realizing that this number of personnel was beyond the capability of 
our manpower resources, the Air Force undertook an analysis of mini 
mum requirements for the 143-wing Air Force. As a result of this 
analysis, made under the guidance of Dr. E. P. Learned, special 
assistant to General Vandenberg, a manpower goal of 1,210,000 
military and 411,000 civilian personnel was established. Dr. Learned 
also suggested areas for examination toward a further reduction in 
manpower standards. In March of 1952, the Learned report was 
accepted as an Air Force objective. 

By the end of fiscal year 1952, the Air Force had reduced its pro- 
eramed personnel requirements for an eventual 143-wing Air Force to 
1,185,000 military and 442,000 civilian personnel. The program 
involved attainment of 106 wings by June 30, 1953, at a personnel cost 
of 996,281 military and 326,000 civilian personnel. As the result of a 
detailed review of manning documents in mid-fiseal vear 1953, military 
requirements were reduced further by 38,000 troop spaces. This 
reduction was primarily in administrative and support areas and was 
based on revised standards. 

During April 1953, the Air Force was informed that budgetary 
limitations would necessitate a reduction of strength to a military 
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ceiling of 960,000 to be attained by the end of fiscal year 1954. In 
addition, a planned limitation of 306,600 civilian personnel was placed 
upon the Air Force. The 120-wing program was adopted as the Air 
Force objective in lieu of the 143-wing program. The goal for end 
fiscal vear 1953 was set at 110 wings. This planned limitation provided 
incentives for a vigorous manpower utilization program. Major 
projects and accomplishments, as a result of the program, are described 
below. 

Projects to reduce manpower costs in support functions 

Despite the reductions of 38,000 spaces previously effected and an 
austere programing of future requirements, the 110- wing program 
reflected a military personnel cost of 997,000 or a deficit of 37,000 
troop spaces. Faced with the necessity for resolving this apparent 
military deficit, and for reducing the on-hand military and civilian 
strength while increasing from 106 to 110 combat wings, the Air 
Force took drastic action to further limit the manpower cost of support 
functions. Indicated below are some of those projects. 

1. Since the motor vehicle fleet represented a dollar inventory 
second only to aircraft, a revised program for maintenance was 
initiated. The goal of the program was to increase maintenance 
economy and to establish shops with modern equipment, resulting 
in savings of material, dollars, and manpower. Tests were established 
at selected locations on the latest commercial methods and equipment. 
The results of these tests identified areas where savings could be 
achieved. Conversion from tactical to commercial type vehicles 
is being carried out to the fullest extent practicable. Further savings 
have been realized by an exchange of motor vehicles and parts between 
the Army and Air Force. The revisions in required motor vehicle 
maintenance and a reduction in the number of authorized vehicles 
resulted in an immediate a tion of 4,283 personnel spaces in the 
motor vehicle area. As of June 30, 1954, the total reduction had 
reached 8,566 spaces. 

2. Revised requirements for food service personnel were computed 
on a workload basis Air Force-wide. The number of rations served 
was the primary consideration, with supporting consideration given 
to variables which effected these requirements. Through this 
reappraisal of the food service function, 8,071 spaces were immedi- 
ately eliminated from manning documents and reductions of an 
additional 2,500 spaces had been made by June 30, 1954. 

The Air Force elected to take a reduction of 20 percent in the 
air police function. Factors considered in effecting this reduction 
were the command mission, ratio of air police already performing 
security within each command, availability of civilian guards, and 
the geographical location of the command. ‘The reduction in air 
police totaled 8,317 spaces. 

The Air Force reduced its bands from 97 to 75. As a result, the 
number of personnel authorized for bands was reduced by 1,202 spaces. 

5. A 10 percent reduction of all headquarters resulted in a recapture 
of 2,568 military spaces. 

6. Action was taken to reduce civilian requirements by bringing 
employment in line with existing missions and workloads. In August 
1954, the Air Force concluded, as a result of a survey of two Air 
Materiel Command depots, and the confirmation of the experience 
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of an industrial engineering project in Sacramento, that there could 
be a reduction in the number of civilians employed by the Air Materiel 
Command. This conclusion was based on a combination of several 
factors, the most important being the cessation of hostilities in Korea 
Therefore, a phased reduction of 14,000 spaces was made in that 
command. 

7. As a result of a study of authorized personnel in relation to 
—-! the Tinian Air Command was reduced by 1,726 spaces. 

The Air Research and De ‘velopme nt Command was reduced by 
l, 374 personnel authorizations. These reductions were the result of a 
study of the Air Research and Development Command requirements 
in support areas and the consolidation of the Human Resources 
Research Center and the Human Factors Operations Laboratories 
into one Air Force personnel and training research laboratory. 

The major air commands were requested in 1954 to conduct a 
self-analysis of their own and subordinate headquarters to determine 
where further reductions in manning could be effected. Through this 
self-analysis and voluntary reductions, reorganizations were accom- 
plished, functions eliminated, and spaces made available for reprogram- 
ing. Over 10,000 spaces, civilian and military, were made available 
for reprograming through these voluntary reductions. 

Through such actions as the above, the Air Force, now operating 
under the 120-wing program, was confident that it could meet its end 
fiscal year 1954 portion of the program with 960,000 military personnel 
and reduce the previously calculated imbalance of subsequent vears. 
Air Force estimates of the supporting elements required for any given 
force structure were now below any previous estimates. 

Revised civilian personnel policies reflect economies 

Civilian personnel administration requirements have also been 
reduced by several policies which are now in effect: 

One such policy is that intermediate command headquarters will 
use the facilities of the central civilian personnel office on the installa- 
tion at which the intermediate command is located, rather than main- 
taining separate staff civilian personnel office. 

2. A second provides that civilian personnel functions at Air Force 
installations will be consolidated and administered through one central 
civilian personnel office. This also provides that civilian personnel 
services for small installations or special activities will be furnished, 
wherever possible, by a nearby installation which has a central civilian 
personnel office, regardless of command jurisdiction. 

The extent of economy effected by these two policies, the uni- 
formity of services provided, and degree of its acceptance is evidenced 
by the fact that as of June 30, 1954, 127 civilian personnel offices in the 
United States serviced 415 separate activities of which 288 or approxi- 
mately 70 percent were physically separate from the installation of the 
servicing central civilian personnel office. Overseas, 32 civilian per- 
sonnel offices serviced 187 separate activities—155 or approximately 
80 percent were physically separate from the installation of the serv- 
ic ng central civilian personnel office. 

A civilian personnel supervisory test battery, in effect for approx- 
aad 1 year, has resulted in a significant improvement in the 
saliber of Air Force supervision through more valid initial selection. 
Comprehensive data is currently being evaluated. 
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The effectiveness of the Air Force staffing program for civilian 
administration has been substantiated by the great improvement in 
the ratio of civilian personnel office staff to the number of employees 
serviced. The ratio has been decreased from 1 to 38 in 1946 to a 
ratio of 1 to 88.4 for fiscal year 1954. 

As a result of the experience gained in a vigorous manpower utiliza- 
tion program, the Air Force accepted the objective of attaining 137 
wings with 975,000 military personnel and the equivalent of 330,000 
United States civilians. 

Project Native Son: Increased use of indigenous personnel 

Because of the demonstrated willingness to reduce authorizations 
wherever possible, the Department of Defense authorized the Air 
Force to reprogram the funds and spaces saved against the imbalance 
of further programs and to provide for the activation of combat units 
ata faster rate than the former 120-wing program provided. To cite 
an example of how the Air Force used these funds, in January of 
1954, Mr. H. Lee White, Assistant Secretary of the Air Force (Manage- 
ment) in his testimony before the Committee on Appropriations, 
House of Representatives, described a project designate? Native Son, 
which stressed the use of native labor in overseas areas. The objective 
was to substitute foreign nationals for United Ste ites milits ary and 
Department of Air Force civilian personnel used in all but hard-core 
skills, and thereby permit the maximum use of available military 
personnel in these hard-core skills. The project, as such, came to 
an end at the close of fiscal year 1954, its initial goals accomplished ; 
however, the policies and principles involved will be continued as 
standard Air Force procedure. Attainment of the 137-wing program 
is contingent on Air Force’s ability to continue to realize the benefits 
which thus far have been most gratifying. Other advantages are 
accruing; e. g., a decrease in United States military, Department of 
Air Force civilian and dependent population overseas, and an increase 
in the good will, understanding, and cooperation of countries in which 
overseas forces are located. Without impairing combat capability, 
Project Native Son has enabled the Air Foree to reduce personnel 
costs in the overseas areas concerned by an estimated $99 million 
and 31,000 military and Department of Air Force civilian spaces 
since this project was initiated. Further reductions are contemplated. 
Improved management provides more wings 

As soon as it became apparent that a considerable number of 
military spaces could be recaptured, it appeared that the Air Force 
could comply with the enjoinment of higher authority and its own 
internal compulsion to get more wings within the manpower ceilings 
which were established. The initial decision provided for the activa- 
tion of 3 additional wings (later increased to 5) in the operating 
program for 1954. Some of the revised manpower. management 
techniques, as used to date, are as follows: 

Voluntary extensions of overseas tours, an increase in the length of 
tours of duty, stabilization of reassignments within the United States, 
the combining of certain training moves with overseas rotation and 
new criteria for overseas assignments. 

The incentive awards and management improvement programs, 
designed to stimulate the incentive of our civilian and military person- 
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nel, have likewise brought about tremendous savings in manhours and 
taxpaver dollars. 

Another improvement in manpower management in the Air Force 
is the unit manning document system. A new unit manning docu- 
ments system designed to produce an improved method for submission 
of manpower requirements data, authorization of personnel to Air 
Force units, and reporting of assigned personnel in relation to author- 
izations is now under implementation. Improvements through the 
use of this system are: 

1. More direct partic ipation at all command levels in the develop- 
ment of manpower requirements. 

2. A single manning document presenting, for the first time, auth- 
orizations of all types (military, Department of the Air Force civilian 
and native, whether T/O or non T/Q) for the unit, in accordance with 
standard Air Force functions developed by the Air Force. 

3. Improved evaluation of Air Force functions through identical 
relation of manning, equipping and financial reporting, all on the 
same standard list of functions, regardless of organizational placement 
of the functions. 

New manpower criteria and policy, designed to furnish current 
guidance to major air commands and subordinate units for the manning 
of functional areas, is now under development. A new manual of 
manpower criteria and policy will replace outmoded yardsticks and 
standards and will be constantly revised as new criteria and allowances 
are developed. These criteria and allowances will reflect the austere 
standard of living which the Air Force is resolved to use to meet its 
current and projected manpower goals. Included in this program to 
revise Air Force manpower policies and criteria are: pilot tests on work 
measurement in installations activities at Moody Air Force Base, 
automotive maintenance techniques at Smoky Hill Air Force Base, 
food service contracting at Vance Air Force Base, mechanization of 
supply accounting at Sembach Air Force Base and postal technique 
at Bolling Air Force Base. As rapidly as these tests are comple ted 
and recommendations made, the findings will be incorporated in the 
new manual of Manpower Policy and Criteria, which is the vehicle 
for expressing new utilization values. 


Reenlistment program be ing stre ngthe ned 


The problem of retaining experienced personnel has been receiving 
attention at all levels. Young airmen are being lost to industry in 
great numbers and must be replaced at prodigious expense both in 
combat readiness and dollars. The Air Force intends to persistently 
use every appropriate and feasible means to establish an improved 
re-enlistment rate and develop recommendations for legislation con- 
sidered essential in providing the necessary conditions of service for 
attracting, retaining, and utilizing highly qualified and career moti- 

vated personnel. Consequently, the directorate of personnel procure- 
ment and training developed and is implementing a strong and dy- 
namie reenlistment program, to monitor, supervise and assist organi- 
zations throughout the Air Force in their concerted efforts to induce 
airmen to remain in the Air Force as a career. 
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Management improvement programs assist in developing cost conscious- 
HeéeESS 

The management-improvement report for 1954 cites over 175 
examples of improvements or techniques not covered in this report and 
taken from over 1,000 examples which have been submitted by indi- 
vidual commands and bases. Distribution of this annual report to 
all bases serves as a vehicle to convey to the field ideas and suggestions 
which are adaptable to operations at base and unit level. Individual 
workers and supervisors, military and civilian, are stimulated to 
increased efficiency and effectiveness by: 

These improved methods, techniques, and suggestions which have 
proven successful at operating level. 

2. The guidance outlined in Air Force Pamphlet 25—3-1 (Manpower 
Management Review), and 

The Air Force management summary sheet 
Project Home Front: Tnereased UNE of civilian pe rsonnel 

During the current fiscal year the Air Force will implement a project 
in the United States called Home Front, which will stress the hiring 
of civilians in certain positions currently authorized as military, with 
the following objectives: 

1. To stabilize airman procurement by establishing level annual 
enlistment objectives and hiring additional civilians when this level 
rate results in an airman shortage. 

To offset military personnel shortages that may be occasioned 
by a failure to realize reenlistment goals. 

3. To test the practicability and effect of civilian substitutions in 
selected functional areas, in order to form a basis for further adjust- 
ment toward the optimum military-civilian distribution. 

Increased use of civilians in the project Home Front must be done 
with full consideration of Air Force needs for rotation; therefore, the 
counterpart to project Home Front will be a project called Reverse 
English to be implemented this fiscal year. This program contributes 
toward a more equitable ratio of military personnel for overseas 
rotation. The overall ratio of military personnel in the United States 
to those required overseas is approximately 3 to 1, depending on the 
programed deployment of the force. This ratio is, therefore, the 
optimum ratio to be maintained in all skills to insure equitable over- 
seas tours. A United States to overseas ratio lower than 2 to 1 ina 
particular skill adversely affects morale and reduces the experience 
level of military personnel overseas to an unacceptable degree. Any 
skill identified as having a United States to overseas ratio lower than 
2 to 1 is subject to priority examination. The following courses of 
action will be implemented to achieve an acceptable ratio, or rotation 
base 

1. Reduce overseas military personnel requirements by: 

(a) Reducing the number of military personnel authorizations 
without civilian substitution. 

6) Substituting native civilians for military personnel. 

(c) Substituting Air Force or contract civilians for military 
personnel. 

2. Increase or improve the United States rotational base by: 

(a) Substituting military personnel for civilian incumbents. 
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(6) Increasing training input or cross-training military per- 

“a from other career fields. 

) Waiving requirements for time in United States and 
iting voluntary extension of overseas tours. 

Both Home Front and Reverse English are in consonance with 
Department of Defense Directive No. 1100.4, dated August 20, 1954, 
which stresses that maximum stability of personnel assignments and 
minimum rotation or turnover will be maintained to the extent con- 
sistent with requirements of training, readiness, and morale. Volun- 
tary enlistment and reenlistment will be e mphasized and encouraged, 
in order to increase the level of training, experience, and combat 
readiness of the Air Force. 

Also a level enlistment objective for the Air Force is being under- 
taken to stabilize recruitment and training to minimize the heavy loss 
cycle which originated with the Korean conflict. The Air Force has 
established a level recruiting objective of approximately 12,000 male 
nonprior siete enlistees per month. This rate will result in the 
interim shortages of 6,770 airmen in fiscal year 1955 and 30,130 in fiscal 
vear 1956, predicated on the budgeted reenlistment rate of 33% per- 
cent. Using the fund transferability provision of the current appro- 
priations bill, the Air Force will hire additional civilians in sufficient 
numbers to offset these interim shortages. Should reenlistment fall 
below 33% percent, a secondary civilian substitution program will be 
undertaken. The leveling of enlistments will have the corrollary 
effect of aiding in the reduction of the requirements for the 137-wing 
program and transferring the apparent manpower deficits from mili- 
tary to civilian. It is also expected that the decreased use of military 
personnel will generate additional savings in support areas which i 
turn will further reduce these anticipated manpower deficits. 

Train ing, enlisted pe rsonnel 

The Air Training Command contains approximately one-fourth of 
the manpower in the Air Force in students and permanent party per- 
sonnel. The objective of the training program is to provide for train- 
ing to the journeyman skill level. To meet these objectives two means 
have been developed. First, the technical training program provides 
overall training information as dictated by programed requirements. 
Secondly, project Guidance controls training accomplished through 
on-the-job training methods. 

The technical training program has been modified to promote 
more effective and economical use of available school facilities. All 
technical training requirements are brought together under one pre- 
eram and the training capability allocated according to the complexity 
of jobs. In the highly technical fields, all personnel will receive formal 
school training. As the inherent complexity of the job decreases, 
fewer numbers of those required in a particular skill will receive formal 
training. This nucleus, trained in the less complex skills, provides a 
training capability at organizational level which is used to train the 
balance of the required personnel through on-the-job training. Pack- 
aged training courses for airmen skills to be used for Hee on-the-job 
training are being developed and becoming available at an increasing 
rate. This material provides standardization of ees training 
and an improved method for management and control. In a further 
effort to improve the training program, technical training requirements 
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and personnel assignments have been synchronized to regulate the 
assignment of trained personnel. 

2. Project Guidance has as its purpose the control of training or 
retraining of airmen ‘into’ or “out of’ certain skills, in accordance 
with Air Force requirements. Through central control, all major 
commands are furnished information on overall training requirements 
so they can establish on-the-job training programs to work in con- 
sonance with Air Force-wide requirements. This project, which 
originated in September 1952, is being frequently revised to present 
the latest changes to operating programs for alleviation of undesirable 
skill inventories. It has assisted the goal of the 137 wing Air Force by: 
a) providing the means for achieving a balanced skill inventory of 
airmen; (6) reducing the overall training job by eliminating unneces- 
sary training; (¢c) increasing the number of skilled airmen; (d) obtain- 
ing a larger return from each Air Force dollar spent on training as well 
as realizing a reduction in training expense. By keeping the field 
advised, as to the shortages and overages in the many career fields 
in this highly complex and technical Air Force the skill overages and 
shortages which were caused by malutilization and training, steadily 
decreasing reenlistment rates, and change of mission and concept, 
have been reduced by 50 percent. This continual downward trend, 
to the lowest point in the history of the Air Force, indicates that Air 
Force is progressing toward the desired stability. 

An airman performance report has been prescribed and imple- 
mented Air Force-wide that is an additional standard device for im- 
proving selection for promotion, assignment, and training. 


Education and selection of office rs 

Professional education for officers has been improved. Several 
special staff courses and the field officers course have been consolidated 
into a single 9-month course called the command and staff course 
This will promote more effective and economical use of school facilities 
at the Air University and provide increased flexibility in officer 
assignments. Six hundred officers in the grade of lieutenant colonel 
and above will attend the top level commanders’ management course 
at George Washington University during fiscal vear 1955. Also 175 
base level manpower officers will attend the manpower management 
officer course at Scott Air Force Base during calendar year 1955. 

A qualitative selection standard for retention on active duty of 
Reserve officers completing specified active duty tours has been 
established. Those officers applying for indefinite active duty status 
will be evaluated by a central selection board in Headquarters USAF 
to provide for selection of those “best qualified”’ for further utilization 
on active duty. 

Air Force requirements projected into fiseal year 1957 

The Air Force had authorized, on June 30, 1954, 955,394 military 
positions. It now appears that the military requirements for end fiscal 
vear 1955 will not exceed 970,000. This depends to some extent on 
the deployment schedule and rollup of units coming out of the Far 
Kast. At any rate, the program is close enough that attainment of 
the 970,000 objective appears reasonable. The deficit has been 
brought under control through the improvements cited. The Air 
Force is now in process of resolving anticipated manpower deficits in 
the fiseal years 1956 and 1957 programs. 
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For end fiscal year 1956, the Air Force forecasts an estimated 
quirement for approximately 1,001,600 military personnel to support 
the forces programed. This estimated deficit, which was 43,000 
spaces when calculated last February, has since been reduced to 26,600 
spaces through application of austere manning criteria. For end fiscal 
vear 1957, the forecast estimated requirement is 1,033,400 military 
personnel to man a combat force of 137 wings. This fiscal year 1957 
deficit has been reduced from 67,300 to 58,400 spaces. . 

Results of studies of these officer and airman deficits reveal that a 
reduction in the program of around 2,400 officers and 15,000 airmen 
can be made in fiscal vear 1956 and an aggregate of 7,600 officers and 
50,665 airmen by fiscal year 1957, These reductions indicate that 
the Air Force should attain a combat force of 130 wings in fiscal year 
1956 and 137 wings in fiscal year 1957 within a strength of 975,000 
military and the equivalent of 330,000 United States civilians. 

Certain other requirements have come into focus earlier than was 
anticipated. For example, this year it is necessary to meet the added 
cost of a slower Korean rollup, extending into fiscal year 1956. The 
cost of the three ad oe wings in fiscal year 1956 which were orig- 
inally intended for fiscal year 1957 must be absorbed. The ad led 
requirements which were generated as the result of project Lock On 
are being supported. This called for an estimated eventual 4,000 more 
spaces for fighter interceptor squadrons and an expansion in the rocket 
training program, including a second gunnery range in the United 
States. Increasing emphasis on the importance of the radar network 
has generated additional heavy manpower requirements. 

Only the military deficits for fiscal years 1956 and 1957 have been 
discussed. It also appears that the United States civilian manpower 
requirements may exceed the stated objective. Such deficits are at 
this time accepted as a problem which must be resolved. 


Parr C—DvaALtL SUPERVISION 


The possibility that dual supervision and its inherent improper use 
of military and civilian personnel might exist came into focus in the 
Air Force some time ago. The genesis of such a problem was largely 
the attempt to provide better continuity in the area of supervision 
through the employment of civilians as assistants to officer incumbents 

the latter being subject to rotation. 


Examples of Air Force interest in eliminating dual supervision 


An example of the early interest taken toward elimination of dual 
supervision and malassignment of supervisory personnel is brought out 
in a directive in October 1952 by Major General Powell, commander 
of Keesler Air Force Base in the Air Training Command. The 
directive specified that a thorough study of each assigned activity 
would be made to effect the immediate elimination of any duplication 
therein. The survey, while it gave specific attention to dual super- 
vision, was not restricted to this area. As a result of the survey 157 
positions identified as supervisory were eliminated. 

In July of 1953, the Department of the Air Force in its management 
summary sheet, which is distributed to all Air Force units, called 
attention to the results of the Keesler Air Force Base survey and 
stressed the need for elimination of unnecessary dual supervision. 
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\ directive similar to the one by the commander of Keesler Air 

Force Base was issued by the commander of Air Materiel Command on 
July 16, 1953, to commanders of all Air materiel areas, Air procure- 
ment districts, Air Force depots and bases. He directed that each 
commander in Air Materiel Command review executive and super- 
visory positions within his organization to reduce any existing dupli- 
cation. He further instructed that each commander establish a 
control agency within his organization to insure that the establishment 
of executive and supervisory positions were necessary for efficient 
operation and were in consonance with the policy stated in his 
directive. 
General . lecounting Office reviews Air Force activities 

The survey of Air Force activities by the General Accounting Office 
during the period of August 20, 1953, to April 13, 1954, covered 4 
Air Force bases (2 Strategic Air Camano’, 1 Air Defense Command, 
and Air Materiel Command) | Air materiel area and the procurement, 
comptroller and civilian personnel functions in Headquarters, United 
States Air Force. The General Accounting Office representatives also 
visited Keesler Air Force Base, but no survey was made at that 
installation as the commander there had already directed that a 
review of requirements for Keesler Air Force Base be made to eliminate 
any dual supervision. A summary of the results of the GAO survey 
is as follows: 


Number of entities authorized 1, 334 
Entities dually staffed 126) 
Entities studied by the GAO 9] 
Cases of dual supervision 8 
Cases concurred in by Hq USAI 28 
Partial or nonconcurrence by Hq USAF 10 
Cases pending None 


In all instances of concurrence in the GAO findings by this headquar- 
ters, the positions recommended for elimination were eliminated, au- 
thorizations were withdrawn from manning documents, and incumb- 
ents transferred or released from employment. In the case of non- or 
partial concurrence, either the positions were justified to the satisfac- 
tion of this headquarters based on workload or other requirements, ¢ 
internal reorganization was effected which eliminated the dual amnes r- 
vision. Supervisory areas still under study at the time of the GAO 
report of April 13, 1954, were resolved with the result that 8 addi- 
tional positions were eliminated and 3 entities were reorganized so 
as to preclude any dual supervision. Detailed information on these 
positions was furnished the GAO by separate report. 
Organ i 2ation-classification survey is productive 

The organization-classification survey, which was discussed briefly 
by the Air Force at the House Post Office and Civil Service Committee 
hearing of the Subcommittee on Manpower Utilization on June 4, 1954, 
has been, to date, the most productive force in Air Force in the un- 
~_ ‘ring of dual supervision. 

The purpose of the survey was to resolve the Air Force civilian 
sinks structure and rectify the following conditions when found: 
(a) Dual military-civilian incumbency of positions. 
The layering of supervisory echelons. 





B 


DUAL STAFFING AND MANPOWER UTILIZATION 39 


(c) The subdivision of functions into parallel organizational 
units. 

(d) Excessive numbers of staff and specialist type positions 
which cut across the responsibilities of line supervisors. 

(e) The creation of new units and positions to handle additional 
assigned missions without consideration for the capabilities of 
existing organizations and personnel. 

(f) Overlapping of responsibilities between units. 

2. Action based on the findings of the survey produced the following 
results: 

(a) A reduction in requirements of 990 supervisory and higher 
graded civilian positions and 677 officer and non-commissioned- 
officer positions. 

(6) Incumbents affected were reassigned or released from em- 
ployment. 

3. While the total savings cannot be attributed solely to the elimi- 
nation of dual supervision or layering, a substantial savings can be 
credited to the elimination of dual military-military, civilian-civilian, 
and military-civilian staffing. 

4. A program for continuing control and effective utilization of 
civilian manpower has been developed. An Air Force regulation 
entitled ‘Control of Supervisory and High-Graded Civilian Positions,” 
will be published in the near future. It will provide for a manpower 
and organization review of all supervisory positions (military and 
civilian) and high-graded civilian positions (GS-9 and above). In 
addition, a newly developed manpower control system (the unit 
manning document system discussed in part B) will provide a greatly 
increased control capability over both civilian and military manpower 
at all echelons of command. With this improved system, commanders 
will be better able to detect any distortions that may exist. 

The previously discussed survey was limited to bases within the 
United States; however, Air Force Headquarters is extending the 
scope to all overseas areas. O 





